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Preface

Man’'s mind, once stretched by a new idea,
never regains its original dimensions.
Oliver Wendell Holmes

Only a few individuals have the insight to foresee the future and even
tewer have the opportunity and talent to influence it. Warren J. Haas is
such a person. I first came to appreciate his uncommon drive to upgrade
professional librarianship and to improve library service: when, as Director
of the National Library of Medicine, I observed his commitment to im-
prove library management and to establ.sh book preservation programs as
president of the Association of Research Libr..ries in 1970. My admiration
was reinforced when I read his paper, “Management in Research Libraries:
Implications for Library Education,” which appeared in Library Quarte-ly
i the fall of 1973.

Subsequently, T have been privileged to work closcly with Jim Haas as
a member of the CLR Board of Dircctors and consultant to the Council
on Library Resources. For the past five years T have observeu his energetic
cfforts to sumulate, support, and sustain advances 1n libraranship and the
broader ticld of information science. Clearly, no single person could write
of Haas’s contributions to rescarch librananship with a familiarity that
comes from a close association with his professional carcer Therefore, in
an cffort to amphfy my imited know ledge and confirm my esteem for his
achievements and accomphshments, T asked a group of distinguished
friends and collcagues 1f they would be willing to contribute to a Festschrift
honoring Jim Haas on the occasion of his forthcoming sixty-fifth birthday
and the tenth vear of hus Jeadershup as president of the Council on Library
Resources. .

The contributors were asked to describe Haas's role in significant library
developments 1a which he parucipated, for his contributions arc often
modestly conceaied 1 the published recora. Many committee reports do
not clearly idenufy the source of seminal ideas or concepts An example

Mastin M Cumpnngs 1s Director Esmeritus of the Naaonal Library of Medicine and a
consultant to the Counesl on Library Resonrees
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of a recent important publication that appears without author attnbution
s Brittle Books: Reports of the Committee on Preservation and Access (Wash-
ington, D C.: CLR, 1986). This rcport wa: prepared by Haas, whose
anonymity I now violate. It is likely that many other significant reports
concerned with library issues have been crafted by his fine “Latin hand”
and disciplined “Germanic mind.”

In an cffort to provide some fidelity to the histonical record, I have
been assisted by Mary Agnes Thompson, who provided me with the
curriculum vitae and list of publications. I take full responsibility for the
review and abstracting of his publications. My intent is not only to show
the scope and diversity of Haas’s professional interests but also to reflect
his persistence in the causes he championed—notably, the developinent
of library cooperauves and consortia, improved library management, pres-
crvation of books and journals, nurturance of library science and research,
and upgrading of the profession through improved education.

The impact of the initiatives he sponsored has been augmented by his
skill in idenutying and engaging outstanding associates in his professional
and administrative work. Poss=ssing the virtues of good sense, courage,
resourcefulness, and endurance, he has a legitimate clam to being con-
stdered our pation’s leading Iibrarian The testmony 1n this book of those
who have known him well and worked with him should do much to jusufy
such a clam

The tormat and much of the editorial work represents the fine handicraft
of Ellen Timmer, who served as a covert collaboracor throughout the
cntire venture, espectally the publication process. Jane Rosenberg per-
formed the onerous but valuable task of compiling the index. Particularly,
I thank Maximihan Kempner, Chairman of the CLR Board of Directors,
for his enthusiastic approsal of the project and his support for the pub-
lication.

Finally. and tmportantly, I thank the disunguished authors who have
provided the Justoncal msigles and current observations that, mn the ag-
gregare, reveal the state of the art of research hbrarianship near the close
of the twentieth century

Martmn M Cuninungs, M.D.
December 1988
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Introduction

Maximilian W. Kempner

Are libraries contributing to the information age, or are they being
bypasscd by the new technology? The rtask of the Council on Library
Resources is to strengthen libraries as an essential resource for access to
the world’s published literature. No one has done more to achieve that
goal than Warren J. Haas.

Jim Haas became president of the Council ten years ago, at a time when
new electronic and computer s;stems were radically changing the ways in
which information was being communicated. He sought answers to the
economic, political, and technical questions that were raised by the uti-
hization of these new methods of information transfer. He sought and
obtained the advice of scholars and senior academic officers as weil as of
research Iibranans. He defined the ssues. Through careful and well-con-
sidered analysis, he influenced the direction of modern librarianship in
such areas as bibliographic control, preservation of brittle books, and
professional library education.

He is a successful foundation leader. Having, spet his professional life
with Iibrartes and the problems of access to information, he appreciates
the potentral and understands the needs. To donors, he has made a com-
pelling case for the optimal functioning of librarics. These donors are now
cager to support the programs of the Council. He requires high standards
in the use of grant funds, from specific individual research to large-scale,
mseicutional rescarch projects.

The papers that appear in this Festschrift describe the most important
library developments of the past quarter century. The authors are profes-
stonal colleagues of Jim Haas who have been 1n a pesition to observe his
contribunons, Throughout, the reader will fin? evidence of his creative
involvement.

Maximihan W Kempner 1s Chasrman of the Board of Directors, Councl on Library
Resources, and a parmer in the law firm of Webster & Sheffield.
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X Introduction

The artitude of Jim Haas toward problemn solving is simple: tc him, no
problem is insurmountable. Where the necd is clear, the problem can be
solved, given sufficient time and persistence. He has the tenacity to look
to thelong term. He has the humor necded to deal with temporary setbacks
and the vagarics of human enterprise. Not only does he give the impression
of having things under control, but, with him n charge, they are under
con’rol. As head of the Council, he effectively uses the considerable ralents
of his colleagues and inspires them to expand their own horizons.

The papers contained in this book represent an inumate yet objective
historical account of recent library advances. The reader will not fal to
be impressed with the role that Jim Haas has been playing in pursuit of
improved library performance for the benefit of current and future users
of information. His special talents as librarian, manager, planner, and
leader are reflected n the composite portrait of this extraordinary man.
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Biographical Sketch

Warren J. Haas has been president of the Council on Library Resources
since January 1, 1978. He came to the Council from Columbia University,
whe e he was appointed university librarian in 1970. In 1972, he also
assumed the position of vice dresident for information services. Mr. Haas
carlier served as associate librarian at Columbia, 1961-66, and as director
of libraries at the University of Pennsylvania, 1966-69.

Mr. Haas began his association with the Council in 1974, when he was
clected to the Board of Directors. Currentlv, Mr. Haas chairs the Foun-
dation ~ ibrary Committee and 1s a member of the board of dircctors of
the Library of America A former president of the Association of Research
Libraries, he has served as a member of the steering committee and gov-
crning board of the National Enquiry i~to Scholarly Communization and
as 2 member of the National Commission on the Humanities and of the
Science Information Council of the National Science Foundation. Other
past board memberships include those of The Research Libraries Group
and the Center for Rescarch Libraries. As a consultant, he has assisted
numerous universitics, consortia, foundations, and architectaral firms

Born 1n Racine, Wisconsin, on March 22, 1924, Mr. Haas received a
B.A. in history from Wabash College 1 1948 and « B.L.S. from the
University of Wisconsin i 1950. He reccived the Henry Elias Howland
Memonal Prize from Yale University in 1980 and the 1984 Melvil E.
Dewey Award from the American Library Association, and was clected a
Fellow of the American Association for the Advancement of Science in
1986. His honorary degrees include a Doctor of Literaiure degree from
Wabash College (1983) and a Doctor of Humane Letters degree from
Indiana University (1987).
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CHAPTER 1

Warren J. Haas: The University
Years

Patricia Battin

Jim Haas’s distinguished career i librarianship covers a wide range of
intellectual achievements and contributions. The fifteen years he spent in
rescarch library management represent, in a sense, an extraordinary example
of his ability to translate into reality the substance of his theoretical analysis
of the central role of the library in a changing scholarly environment. The
record of the Columbia years resonates with all the themes articulated
during his Inng carcer and stands as eloquent testimony to the imaginative
creativity of his intellect 1n both theory and practice.

His managerial carcer included six years (1960-66) as Associate Director
of Libraries at Columbia University, three years (1967-70) as Dircctor of
Libranes, University of Pennsylvania, and a return to Columbia as Uni-
versity Libranan (1970-72). In 1972, in recognition of his substanticl
managenal stren sths and his perceptive predictions of the effects of tech-
nclogy on information systems, his responsibilities were expanded to in-
clude academic and administrative computing as Vice President for
In“>rmation Services and University Librarian (1972-77).

To comprehend the full extent of his accomplishments at Columbia, it
1s important to understand the universit, snvironment in 1970. Columbia
had just embarked on a painful process of recovery and renewal from the
upheavals of the late sinties, o process which was to consume a full decade
before the mstitution regained finandial and intellectual equilibrium  The
development campaign, for example, planned for the late sixtics, was

Parriaa Battin 1s Presdent of the Commussion on Presorvation and Access, she was
formerly Vice President for Informa. n Sevvices and Universiy Libranan, Columbia
Unaversity
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2 Influencing Change i Research Libyarianship

abandoned until the early years of the eighties. The legacy 0. the rrauma
of the sixties, preceded by tl.e complacency of the fifties, was an institu-
nonal community racked by distrust, despair, and the emergence at Co-
lumb, as elsewhere in the university world, of « shift in faculty loyalties
and meellecrual commitment from the institution o the discipline and an
individual scholarly entreprencurship. This trend, little recognized for
vears, was to become dangerously destructive to the cohesive community
cthos so essential to the support of integrated information serv'ces in an
academic environment increasingly dominated by technology, Jdechining
financnal resources, and the fragmencation of high'y spectalized rescarch
directions. .

The Columbia Libraries had begun to suffer a dechine i financial support
during the complacent vears of the fifties as rescarch programs expanded
throughout the higher ed'ication communiry heedless of the implications
for library resources, the publication explosion, and the INCreasing costs
of compurer technology Haas was one of the few librarians and educators
who recognized the serious import of this change for the viability of the
traditional rescarch library i a subely changing scholarly environment.
The immense injection of federal funds mto research had brought about
a staggering increase in demands for libran services with no corollany
financial support for those services

The Columbia Libraries, along with .t, peers, retlected the charactertetics
of an established burcaucracy within an es.ablished burcaucracy. As
Polvkarp Kusch, Provost of the University, noted in an informal memo-
randum to Haas m 1970, “The budget carries a very large overhead of
tra “non and hereditary preroganive.™ Recasung a venerable and venerated
msututon withm this emvironment represented an awesome challenge.

The kevnote of his tenure was struck early on. In a memorandum from
Kusch to Haas m November 1970, Kusch recognized the essental qualities
that would enable Haas to achteve hus extraordinan success in transforming
the nineteenth-centuny concept of the research librarv meo a flentble senes
of capaciaies for a rapidly changing information world. . . . T am reminded
of the arcumstance that you are the only ofticer of administration within
the University who turns up it my oftice wich a well-organized agenda of
matters to be discussed  Your agenda 1s a mose effective device for discr-
phined conversation and for defining agrzements, disagreements, and mat-
ters for future conversation ™

The objecuve of Haas™s agenda, broadly stated, was the promotion of
the “ranonal development of informarion resources pertinent to university
research and mstruction i all fields and the creation of an mntegrared and
cffective service capaaty involving libraries, computers, and cemmunica-
non and nstructional technology—a capacity that 1t 1s mtended will be-
come an ntegral part of academic actvity i the University rather than

11
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The University Years 3

simply an appendage.™ He was a proneer in hus insistence on the devel-
opment of new “capacities” rather than attempts to rely upon fruitless
manipulations of traditionally static organizational structures. While the
profession, as amply documented in the minutes of its various organiza-
uonal meetngs, focused on tinkering wath ineerlibrary loan mechanisms,
book budget tradiions, borrowing privilege 4« .icies, and concern over
the pauciny of new skills and expertise i the Lbrary ficld, Haas continued
to press for a creauve analysis of the changing role of librarics. “Changes
m the lugher education community will change the capabilities and the
nature of hibranes as well—the libranies of 1940 and 1€8C are totally
different entinies. Changes are not simply to do something more cheaply
than we're doing 1t now , but to develop capabihities . . We need changes
of vanous sorts  The message 1s. some fundamental thinking has got to
be carried on mow and for the next few vears so that we dictare our own
fatc rather than having it done for us.™

This tundamental thinking was quickly translated into action at Colum-
bra. Haas had chaired the Jomnt ACE, ARL Advisory Committee to the
Universiry Libraries Management Study 1n 1968,769, which resulted 1n
the establishment of the Office of Managemen: Studies at the Association
of Research Libranies and the Booz, Allen & Hamilton (BAH) prototype
management study of Columbia Universin: Libranies, funded by the Coun
ctl on Librane Resources

In a long letter to Fred Cole, President of CLR, n D :cember of 1970,
Haas suchined his concepts for the mussion and organizauon of the research
hibrary to meet the needs of the commg, decades.

1 We need to remember that our objecene 1s educanion and thac

our admmstratine orgamzation, must be one thar sumulates ed-

ucational productvn and increases the educanonal impact of the

libran operation.

The “system™ must be responsible to the current rescarch and

cducanonal requirements of all groups within the Universiry

3 Amv aceptable plan for the organizaton must enhance the role
of ibrarians as actinve members of the educanonal commumty and
as full parnapants i developmg and implemenung bbrarv pro-
grans

4 The organizanonal structure should provide a capabihn for mon-
itorng operations and senice performance on a conunuing basts

5 The organizanonal plan should promote efticent use of human,
financial, collecnion, and phvsical resources

6 The organizanonal structure snould promote and st.mulate po-
tentally meaningful expenmentaton and innovatuon

-
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4 Influencing Change in Research Libraruanship

7 The form of crganization should promote development of a sub-
stantial capability for intennstrutional operations and arrange-
ments.

8 The specifications for staffing must aim not only ar quakitative and
quantitative descriptions of the range of skilis and abilities required,
but they must also promote the concepr that would see each
indrvidaal staff member making full use of his abilities i his work.*

The BAH study immated an enormsous ferment of excitement and re-
juvenation among the Columbia staff despite increasingly stringent finan-
cial circumstances and the lingering cffects of the aftermath of the ‘68
Troubles Haas set up a series of standing commuttees that activ cly involved
approwumarely fifty staff members to consider and implement the issucs
outhned n his lerier to Fred Cole. This kind of intensive staff involvement
1n the basic “recasting™—a word that was to become a vocabulary staple
among the sentor staff dunng the Haas penod—of the research library
represented a radical break from the autocratic traditions and burcaucratic
structure of the older rescarch libranies. The staff committees covered a
wide range of topics including re-cxamunarions of (1) rraditional library
functions such as collection development and presen ation, the form and
content of bibliographic records, and general services, 1 2; classification
scheme tor both professional and supporting staff personnel; (3) new
research services for the tradinonal disciplines in humanines, social sci-
ences, and scrences, (4) the emerging emphasis on comptrter applications;
and (5) new concepts of intennstrutional cooperation

In 1972 with finanaal support fiom the Council on Library Resources,
Haas created a pioneenng Libran Planning Office to establish and instr-
tutionalize a conunt 3 long-range planning process for the Universtry
Libraries: The office was notable for 1ts lack of precedent not only n
research libra-tes but in then host mstirutions as well The Planning Oftice
provided the focus to transcend the datly operational demands, to lay the
conceptual and finanaal groundwork for the recasting process, and to
identify and establish procedures for collectung the pertinent informartion.
This prescient action was rypical of Haas's managerial snvle and his con-
victon that the process of change required the msurutionalization of an
actne planning cffort based on a series of art:culated objectives msulated
from the demands of the operaung environment but dosely linked to 1t
through an orgamizational structure characterized by intensive staff in-
volvement.

Beginnung wich the BAH study. a study heavily influenced by Haas's
1deas and mnsights, he proceeded to implement tlie ob,ectves he had lad
outm the letrer to Cole The staff reorganization recommended by BAH
and subsequently modified by the Columbia staff established a structure

13




The Unsversity Years 5

well zhead of 1ts ume, and now being recognized by Peter Drucker, among
others, as mandatory for large corporations as they become information-
based organizations. As Drucker writes, *. . . the typical business will be
knowledge-based, an organization composed largely of specialists who
direct and discipline their own performance through organized feedback
from colleagues, customers, a 1d headguarters.™

Perhaps the most stnking feztare of t.~ new Columbia University Li-
t.ranes organization was tts emphasis on function. Eliminated were the
traditionai b *-archical positions of unit head and assistant, both of whom
held essent:  the same job description. Instead, the new organizational
structure assiy,.ted specific functional responsibilities, with appropriate ac-
countabilities, throughout the organization. For example, the second-level
positions in the large, distinctive coilzctions of Medicine, Law, East Asian,
Art and Architecture, and Rare Books and Manuscripts were split into
functional un:es providing access senvices and reference,’collection man-
agement acvities. The organization was essentially flattened to permit
the broad delegation of authority and accountability to senior managers
Another significant innovation ntegrated the concept of multiple report-
ing relationships into the organizational structure, a concept based on the
recognition of the complexity of the organization and the impossibility
of compartmentahzing the funcuons of a knowledge-based operation De-
cistons could no longer be made unilaterally or 1n a vacuum; the expertise
of librarans working pnmanly with patrons i the >ublic services area
needed to be linked to the bibliographic and curatorial skills of the col-
lection devclopment stafl. Such an organization required individuals who
funcuoned well i a complex group process, who understood the vahdity
of honzontal as well as vertical working relationships, and who were
comfortable with ambiguiry.

To meet this need, Haas turned his attention to identfying the appro-
priate mix of staff talents and to developing an environment hospitable
to and supportire of growth and detelopment. In cooperation with the
new Office of Management Studies at the Assoclation of Research Li-
branes, he embarked on the unprecedented course of providing some form
of management tranng for the majonty of the professional staff. His
perception of the requirements for both administrative and academic tal-
ents led to the development of a personnel matnx composed of a sencs
of pusition classifications, n terms of administratve responsibility, and a
svstem of professional ranks, modelled on the academic cnteria for Co-
lumbia Unnversity faculty but modified to meet the obligations of the
hibran profession. This innovative matnx rewarded specalized academic
development and achievem~nt regardless of administrative responsibility
and also provided mcentves and opportunities for the development of

o ralented generalist managers This creatne approach contnibuted heavily
ERIC 14
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6 Influencing Change in Research Librarians, 0

to the developmenr of the managerial capabilities Haas viewed as essential
for the increasing complexaty of the rescarch library. Tradizionally, too
many libranans had moved nto admunistrative careers because of che
percerved financial and professional advancement rewards. The new Co-
lumbia system provided for saustacton carcer advancement mn both ad-
minstrative and academic tracks, thus encouraging indwviduals to build on
their strengths.

Standing commuttces of representatives from all levels of the professtonal
staff were ser up to wstablish cnrteria for ital position classification and
conunuing review as responsibilities changed. A Professional Review Com-
mittee was appornted to conduct a peer review process to recommend to
the University Libranan those individuals qualifying for promotion n rank.
The agreement of the Columbia administration to incorporate this unique
personnel system wito the Statuts of the University, with ful! stapwory
recognition of Officers of the Libraries as academic staff, reflects the
university administration’s esteem for Haas's leadership and respect for his
percepuve judgment 1n developing ralent for the future.

His conviction that the orgamization must encourage and support 1n-
novaton and ¢xper:mertation while continuing to provide the traditional
services demanded by the academic programs found operatonal translation
in 2 small unie attached to the Resources Group, with a farranging port-
tolio to develop new programs curting across or zantzational lines. This
approach proved to be highly effectve n establishing new programs,
breaking down traditional conceptions of tart and junsdiction, and cn-
couraging anew sense of organizational process and cooperative acevties
to meet service needs. Slowly but surely, the organizational ethos began
to change from a commitment to maintaining the integrity of a traditional
organizational structure to the exhilaration of molding the organization
to meet the needs of the nstruton and the scholarly communiey

Buned among lus eight pomnts was perhaps the most prescier+ of all—
the conviction that the new organization must promote the development
of a substantial capability for intennstcuional operations and arrange-
ments Haas’s concept went far bevond the traditional consortial arrange-
ments to enviston 2 trulv integrated cooperatne strucrare thar heavily
influence the management of local senvices and resources. His leadership,
along with his peere ar Harvard Unn ersity, Yale University, and the New
York Public Librarv, in the establishment of The Research Libraries Group
was another example of his extraordinan abihity to transiate 2 prophetic
concept into productive reality: Not only was the Columbra statf energized
by ius mrense ntellecrual and physical energy to recast a creaking and
cumbenome mrernal ergamizaton They were ar the same tme being
nrged to proneer i a new consorttal venture thar challenged therr tradr-
nonal assumprions and stretched tnerr rrofessional and manageral capac-

O
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mies to the umost as the s strove to preserve the past, maintain the present,
and create the future It was both an exhausting and an exhilarating time
to be at Columbia. Saccess of the magnitude achieved by Haas at Columbia
requires more than vnlliance and energy; his particular qualities of quiet
support, acute perception of individual strengths and weaknesses, and
mctsive 2nalysis of complex problems inspired his staff to perform their
personal best. He was known by all as “Dial-a-prayer” because of his
uncanny «bility to provide the saltent msight that led to the solution of
complex and seemingly insoluble situations.

In Seprember 1974, almost five years after Haas had set nto motion
his longrange agenda, Columbia Unwversity held a planning retrear at
Arden House. Haas's five-vear plan prepared for thar conference reflects
his extraordinary ability to understand the import of the changing role of
Iibranes and his capacity to provide a productive response. He correctly
predicred the charactenstics of the future operating environment. He
eruastoned costs outpacing mcome and the expansion of the obligations
of Libranes as the volume of recorded information continued to grow and
academic prog .ms cnanged. He foresaw n particular the implications
flow ing from the continuing application of tech nc'ogy, including the need
for shared resources, new financing strategies, and a senes of legal and
philosophical concerns. He offered the unmversity a new agenda to “create
a capaary for change withour dictating prematurely the kinds of change
required to meet tuture needs ™ His leadership qualities were once again
recognized n a leteer from the Director of Development, in which he
noted that *vou should have had more ume to do what vou do so well—
srtielate brillantdy the themes and needs of the Columbia libraries ™

If these accomplishments had constituted the sole record for the Uni-
verstty Years, that achievement would be extraordinary But such was not
the case. Haas was not only a thinker, but an energetic doer as well.
During this same ume, he pursued an actve leadership role mn a variety
of external professional activities and oversaw the management of a lively
local enterpnse. The Columbia University Libraries, because of the unr-
versin’s heavy emphasts on graduate mnstruction and faculty rescarch, are
mtensnely used. Appronimately ten thousand to ffteen thousand people
use the Columbia Libraries each day. Durning the Haas era, new library
butldings were butle and older ones renovated, collections were reorganized
and moved, a Presen ation Oftice was established, and computing opera-
nions were defined and stabilized. As Haas noted 1n a letter to a collcague,
“1 am sorry that I can’t spend the ume a detailed critique wotlld require,
but ife here 1s not tranquil ™

Perhaps two tributes fitungly describe the distinciron of the “~as years
ot Columbra Unwversity At hus farewell party, the members of his staff
nresented b with two door handtes, encased i lucite, removed from a
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renovated library. The handle on one side bears the word PULL and on
the other PUSH 1n affectionare gratitude for his insisterice on professional
excelience and performance. The Provost of the University, W. Theodor.:
deBary, summed up the Ludversity’s gratitude in a last leteer to Haas: ]
am very much impressed by vour five vear report for 1972-77 with its
lucid and—considering the range of subjects covered—succinct presenta-
tion of the progress of the University Librarics as well as their problems
and needs.

let me congratulate you on winding up a period of distinguished
svmice to the Libraries with an cqually distinguished report to the Uni-
versiey, ™"

The quality of library management, like teaching and research, can be
assessed on two levels: the visible and the invisible. How does one measure
the impact of an extraordinary leader on his colleagucs and associates as
well as on the future of the organizatior:’ In the case of Jim Haas, those
of us who worked with him know full well the enduring significance of
his contribunons to the success of the Columbia Libranes and the profes-
stonal talent he developed and nurtured to respond to the demanding
requirements of the decade of the cighues. It could well be, if such things
could be measured, that the invisible record of his service will prove to
be far more disunguished than the accomplishments apparent to the Uni-
versity at the ume of his d:parture.

Notes

1 Informal memorandum from Polvkarp Kusch to W ] Haas Undated.

2. Polvkarp Kusch to W | Haas, November 4, 1970

3 W J Has Miscellancous Papers

4 Transcnpt of discussions of Adwisory Commuttee to Mathematica study of the
cconomucs of hibraries, 1972,
W J. Haas to Fred Cole, December 30, 1970

6 Peter F Drucker, “The Conung of the New Orgamization,” Harand Business

Review (Janvarv-Februarv 1988) 45,

W I Hass to Labrany Planning Counail, September 27, 1974,

8 Peter Buchanan to W | Haas, October 1974

9 W ] Has to Foster Mohrhardr, Apni 27, 1972

10 W Theodore deBary to V' ] Haas, January 30, 1978
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CHAPTER 2

President, Council on Library
Resources

Deanna B. Marcum

This chapter on Jim Haa % presidency of the Council on Library Re-
sources 1s a status report, for his work is very much in progress. It will
be left ro a future biographer to review the complete story, but after a
decade of consistent leadership, it 1s possible to identify the issues he
believed to be most important and that constituted the core of the Coun-
cil’s program.

The chronology of events 1s farrly straightforward. Warren J. Haas was
clected president at the November 12, 1977, annual meeting of the Coun-
al on Library Resources tG succeed Dr. Fred C. Cole as President on
January 1, 1978. At the time of his appointment, Jim was the University
L-branan at Columbia University and had been a men'ber of the CLR
Board for iree vear.. His passion for research libraricnship wes well
established, and his leadership qualities abundantly in eviaence.

Today, a decade later, a long recitation of accomplishments and advances
would have to be listed 1f the contributions of Jim Haas werc to be fully
acknowledged. But the annual reports of the Council provide a carefully
detailed record of programs and projects. My intent here is to delve more
deeply into a few representative efforts thar I judge to be most ‘mportant
in the history of CLR. Jim Haas would be quick to point out that CLR
15 a catalytic agent. Throughout its history, the Council’s work has de-
pended upon the willingress of intzrested individuals and organizational
representatives to take part. In that respect, the history of the several
programs 1 will describe is, in fact, a collective history, but Jim Haas has

Deanna B Marcum 15 Vice President of the Counal on Library Resources,
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10 Influenang Change tn Research Librarianship

skillfully and subtly ponted the direction. That so many have been willing
to work on his agenda is the ultimate tribute to his genius.

The programs of the Council over the 'ast decade are good indicators
of Jim Haas’s evolution in thinking. When he assumed the presidency,
CLR was intenscly involved with the development of a bibliographic
structure that would serve the country. Corputerization of library op-
crations and the agreement to follow standaras fo, the form and content
of bibliographic records gave rise to bibliographic networks for providing
cataloging senvices to a large number of libranes. That single development
remains tite most important factor in lowering the per-title cost of pro-
cessing library materials. Although the need for this kird of shanng of
bibliographic resources was well articulated before 1978, the structure for
shaning bibliographic information was not vet in place. The Bibliographic
Service Development Program (BSDP)--which had separate funding, its
own program officer {(C Lee Jones), and an advisory committee made up
of administrative officers of the key organizations—providea the frame-
work for moving from a highly decentralized system of library users being
confined to the use of local resources for study or rescarch to a national
and nternational web of bibliographic records that 1s available to all library
users who have a nced to know. More comprehensive coverage of the
Bibliogr-; Liic Service Development Program is found in Chapter 3.

The casce of sharing machine-readable bibliographic information forced
the consideration, as early as 1977, of how indwvidual libraries needed to
be organized 1f they were to be able to share the information itself. The
CLR staff had been working for several months with other agencies to
carty out a plan for delivering resources from one location to another as
needed.

In November 1977, the Library of Congiess requested that CLR prepare
a techmical development plan for a U.S. National Periodicals Center. The
Natonal Commission on Librartes and Information Science (NCLIS), 1n
its Effectrve Access to Periodcal Literature. A National Program, recommended
that the Library of Congress assume responsibility for developing, man-
aging, and operating the Center. CLR was asked by LC to formulate a
plan for implementatt + A National Prriodicals Center. Techmcal Develop-
ment Plan, authored by C. Lee Jones, who worked as a consultant to
CLR, was produced after wide: consultation with the rescarch library com-
munitv It ss ronic that one of the first actvities undertaken by Jim Haas
proved to be, 1n retrospect, the most difficult. The information industry
and publishers were alarmed by the possibility of reduced subscriptions
from hbraries, but worse, different s¢gments of the hbrary community
were unable to reach consensus on a course of action. The plan for a
nattonal resource-sharing program foundered 1n the chaos. Jim Haas was
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deeply disappointed by the profession’s fragmentation. The experience was
sobering for all who worked on the plan. Perhaps it was the harsh reality
of how difficult 1t 1s to reconcile differing points of view that led to a
fundamental shift in CLR’s approach and program intercsts.

Preservation

From s carliest days, the Council on Library Resources funded pres-
ervation activitics. With support trom CLR, the Barrow Research Labo-
ratory was established in 1961 by W. ]. Barrow in Richmond, Virginia,
to investigate the effr-ts of temperature and humidity on the longewity of
book papers. The rch results were important in mforming librarians
about optinum storay, conditions for book collections. Mr. Barrow also
conducted carly rescarch into deacidification processes that might be used
to arrest paper deterioration.

Jim Haas became acurely aware of the preservauon problem while he
was Unwversity Libranan at Columbia University. The library’s physical
conditions, combined with urban environmental problems, had been es-
pecially hard on an old, established rescarch university’s collections.

Since book deterioration plagued the oldest research libraries, members
of the Association of Rescarch Libranes agreed to take collective action.
1+ 1962, ARL commissioned Gordon Williams to study the preservation
problem n American librancs. Willlams's report, ssued in 1966, acknowl-
edged the importance of coordinated effort if a solution was to be realized.!
Conterences and meetings explored the breadth and depth of the pres-
ervation tssue, but few concrete actions were taken. Sull convinced of the
necessity for collective acnon, ARL commissioned another study 1n 1972,
funded by the Office of Education, U.S. Department of Health, Educa-
tion, and Welfare. This ume, Jim Haas was persuaded to conduct the
mestigation into ARL's failure to implement the recommendations of the
Williams report. In hus report, Jim Haas articulared plans for a national
presenation program * Although action on the report was inconsequential
at the ume, the 1972 plan proved to be the basis for a successtul attempt
to preserve the nation’s published intellecrual resources.

Once established as CLR President, Jim Haas concluded that the de-
tertoration of book collections was only groving more serious He decided
to try one morc ume to bring the seriousness of the situation to the
attention of umversity policy makers. The Council on Library Resources
joined wich the Assoctation of American Universities to establish task forces
to study the five topies related to rescarch libranes that seemed to be most
important to the entire university community, presenation was one of
those topies. Many of the findings from earlier reports were discovered
anew by this more broadly representative university group

20)




12 Inpluencing Change in Research Libmarianship

The task force on prescrvation and access 2volved into an independent
committee that, in turn, established in 1986 a permanent bedy, the Com-
mission on Preservation and Access. Jim Haas served as the Commission’s
mterim chairman unul August 17, 1987, when Partricia Battin assamed
the title of president of the Commission. By fall 1988, the elements of a
national preservation program were firmly in place and the prospects were
excellent for finally soling the most urgent preservation problems.

Professional Education

In one of his carliest addresses to his former ARL collragues, Jim Haas
identified professional education as one of his prionty programs. Con-
vinced that library schools were not well positioned to respond to the
needs of university libraries for better-traned staff, CLR named a presti-
gious Professional Education and Training for Research Librarianship
(PETREL) advisory commuttee, chaired by Haas’s long-time friend John
McDonald, Library Director of the University of Connecticut. (Their
mutual interest in bird watching was instrumental 1n sclecting the acronym
for the Committec.) Other members of (he committee were Russell
Bidlack, Dean of the Library School, University of Michigan; Margot
McBurney, Director of Queens University Library and the chairperson of
ARL’s professional education commuttec; W. Boyd Rayward, Dean of the
Graduate Library School, University of Chicago; Rutherford Rogers, Uni-
versity Librarian, Yale Unversity; and Robert Vosper, University Librarian
Emeritus, Unwersity ot California, Los Angeles.

The advisory commuttee idenufied three directions for the new PETREL
program recruitment to the profession of the “bust and brightest” among
liberal arts students, enhancement of managenal skills among those already
in the profession who were likely to become leaders in the future; and
fronticrs conferences to give already established library leaders an occastonal
ghmpse into the future.

The itial grants in the program went to library schools at the University
of Chicago, the Unversity of Michigan, and the University of California,
Los Angeles. The Graduate Library School and the Graduate School of
Bustness, Universiry of Chicago, established a postgraduate program lead-
ing to a certificate of advanced study in library management. The School
of Library Science at the University of Michigan began an active recruiting
program designed to attract a small number of highly qualified candidates
to specialize 1n research librarianship. The Graduate School of Library and
Information Scence at UCLA developed two programs. the Sentor Fellows
Program to provide specialized traming for individuals who had recently
assamed major management posts, and the first of a scries of conferences
designed to explore 2ud describe the frontiers of research librarianship.
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The objective of these conferences was to refate rescarch library devel
opment and operations to cconomic, technological, political, and inrel-
lectnal facts that promised to dominate policy making for the next decade.
The cffects of this program arc analyzed in Chaprer 6.

In 1988, the professional cducation program was restructured consid-
crably, n part because Jim Haas recognized the problem of concentrating
on library schools in isolation. The schools’ small size and relative isolation
on campus make change, even with grant support, quite difficult. In his
report on the CLR program, Jim Haas explained the situation in this way:
“Professional education, with its mix of streagths and problems, is not
vet up to the task of fueling the future with women and men of the quality
required to do the job. In terms of the CLR role, we can find ways to
help more indrnduals because we have shown we are able to do so. And
cven though the way 1s not certain, our advisors, both librarians and
educators, assert that CLR must assume at lcast some of the responsibilit;
for promoting, through academ:c means, the cause and substance of the
profession self.”

How such a structure that incorporates library schools, iibrary admin-
istrators, and academic officers can be established to guide effectively the
direci ons of professional education remains an snanswered question in
the summer of 1988, burt there 1s a plan for appcinting a Commuttee on
Information Studics that will mclude all three groups. Tac objective of
the Commuttee will be to define and give visibility to the discipline of
mformauon studics and to 1denuty the people best able to help give it
shape and substance.

As mmportant as 1t 1s to redefine the profession, there 1s also a great
need t provide continuing education for those already at work in librar-
1anship. Over the last decae, new. opportunities for individuals have been
offered. Since 1970, some four hundred individuals have been the bene-
fictanies of CLR rescarch grants, fellowships, or internships. The two new
programs to support indniduals introduced during Jim Haas’s tenure were
the Faculty, Libranan Coopcratve Research grants and Internshipe for
Recent Graduates of Library Schools. The cooperative research grants were
designed to encoutage librartans with lietle rescarch exrerience to collab-
orate with an experienced faculty researcher in conducting research Some
seventy-tive teams of rescarchers had been funded as of July 1988, and
the publications resulting from their research efforts are lughly visible in
the professional literature.

The sccond nnovation, Internships for Recent Graduates, calied atten-
tion to the rescarch librany’s responsibility in educatung new professionals
The program encourages libraries to design nternshups for those librarians
on the staff who ha. ¢ recently carned master's degrees in library science
The internships sh. uld serve to broaden the new librarians’ understanding

an
< e




Q

ERIC

Aruitoxt provided by Eic:

14 Influencing Change in Research Librarianship

of the “bigger picture™—r.¢., the nature of schoiarly research and the role
of the library as a link 1n the chain of scholarly communication. Multiple-
vear programs at five nstitutions gave opportunitics to approximately
cighty-fi ¢ beyainning professionals to gain a better understanding of the
rescarch university <ontext in which they worked.

Continuing cducation for those librarians already established in the
profession also deserved attention, because the requirements of the future
research library were expected to be far more demanding. There was lictle
evidence that Iibrary education of the past had adequately prepared current
librarians to cope wath the extraordinary demands of a changing profession.

Managerial traning had been identified as a fundamenta! requircment
by Jim Haas while he was the University Librarian at Columbia. He
coirhorared with the Assoctation of Research Libraries and the Counail
on Library Resour-cs in hiring the Booz, Allen & Hamilton consulting
firm to spend a vear at the Columbia University Libraries to design an
organizational structure more responsive to contemporary needs and. at
the same ume. to work with Duane Webster, newly hired by ARL, who
would serve as a kind of apprentice on the Columbia preject for a vear.
Later, Duane Webster would become the director of a new division within
the Assocution of Research Librartes, the Office of University Library
Management Studies The name of the division was simplified in 1978 to
the Oftice of Management Studies (OMS), but the purposc remained farrly
constnt—to provide assistance to library staffs in undertaking managemrent
reviews and orgamizational restrucrurings and to offer the management
training needed to improve libran' performance.

Jim Haas had an mtense personal interest in the OMS from 1es carliest
days and continued to support its activities after moving to the Council.
In 1978, CLR jomed with several other foundations to fund the Academic
Library Program, admmistered by OMS. The purposc of the program was
to extend the benefits of the OMS programs. then available only to rescarch
unmiversity librartes, to two- and four-year liberal arts colleges, thereby
onening an additional path to link Iibraries wich related missions. As part
of the program, librarians were trained to serve as management consultants
to collegrate mstirutions, working first with OMS staff and then indepen-
dentlv.

In 1982 83, the ARL Office of Management Studies was tund=d to
develop the Nauonal Collections Inventory Project i an effort to create
the tasks and procedures needed to describe collections across a wide
spectrum of rescarch libraries The inventory cffort was based on The
Research Libraries Group’s program to construct a collections conspectus.
CLR funding was used to develop a manual for use by bibliographers and
to design tramnmg, programs for participants in the majority of ARL |-
brartes.
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Anotlier CLR grant was ma e in 1983/84 to the Office of Management
Studics to design an Institute ior Uibrary Educarors, a three-week program
for faculty members who specialize in academic/research librarianship.
Sccond and third institutes in 1986 and 1988, respectively, were also
funded. Through this program, some forty-five library school faculty were
immersed in the contemporary challenges faced by research libraries.

The Academic Librany Management Intern Program offered another
type of opportunity for individuals who wished to strengthen their man-
agertal skills. One-year internships for individuals in 2 major rescarch library
were first offered during Fred Cole’s tenure as president of CLR, bur they
were continued by jim Haas. As of 1988, fifty librarians had bencfited
from the intem program, nearly all of them now hold top-level manage-
ment positions 1n rescarch librares.

This bst could be contnued at length. The pomne is that Jim Haas,
following 1n the tradicion established by his predecessor, has been fully
committed to idenafying librarntans with exceptional skills and ralents and
gining them opportunities to excel 1n their chosen profession. It would
be difficult to calcuate the farge number of hibrartans who owe a debr of
gratirude to the commurment of CLR and 1ts Board to individual oppor-
tunity. The scope of these programs indicates the teensity of Jim Haas's
commuement to dentifyving the most talented librartans and offering them
opportunities to gan disunctive experience.

The Library in the Research University

The program arcas of bibliographie senvices, presenation, and—to a
lesser extent—professional education were more or less m place before Jim
Haas assumed the presddency of CLR, although he quickly imprinted his
awit style and philosophy on all three as he directed therr actvities. But
he was not satsfied with improving library operations. Jim Haas’s single
most important contribution to the Councl on Library Resources has
been lus msistence that the research librany be exanuned 1n the contexe of
the unnersity, because the day of the autenomously operaung hibrary was
over.

From carlier administiatine experence, Jim Haas knew that the Iibraran
had a difficule time -n capruning the attention of university officers Re-
aizing that the fundamenral change going on i rescarch libraries would
have enormous mplcations for hibrary users as well as for those umversiry
officers who must ulamately pav the bills, Jum Haas worked hard o build
1 cadre of informed leaders who could take the mmmanve 1in educanng the
unIversity community

With granes from the Andrew W. Mellon Foundation, the Carnegac
Corporaton of New York, and the Naonal Endowment for the Hu-
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16 Influencing Change in Research Librarianship

mamties, the Counal on Library Resources and the Association of Amer-
ican Universities jeined together ro develop a project to study the problems
confronting the nation's research libraries. Five task forces, made up of
unuversiry officers, teaching faculty, and librarians, were formed to consider
the most important issucs: bibliographic systems, resource shanng, pres-
ervation, technology, and professional education.

The reports of the rask forces were important documents 1n and of
themselves but, i the long term, the process of building teams of people
from various parts of the unnersity structure was Jim Haas's most impor-
tant act From the rask force reports, an agenda for future collaborative
action was set

In 1985, the CLR Research Program was established. The impctus for
the new program was Jim Haas's concern about the university's abihity to
plan for 1ts mformation resources 1 the future. The program was an-
nounced 35 an ncentive to “encourage evploration—through analysss,
research, expeniment, and discussion—of mary Important topics pertinent
to providing and managing the information resources needed for teaching
and scholarship ™ Two tinds of granes were avarlsble through the research
progrm’ nstiution.a grants to help univeraties wich their strategic plan-
mng, and granes to mdividuals who would conducr research on charac-
tersucs and wses of information by disaiphine.

The tirst large istitunional grane was made to the University of Cali-
forn, Los Angeles, m 1986 Program director Robert M. Hayes, Dean
of the Graduate Schoor of Library and Information Science, assumed
responsibiliey for coordinating the long-range strategie planning process
for hibrartes and nformation resources i the research university. Subse-
quent grants to facihirare other planming efforts were made to the University
of Minnesora and the Universiey of Hhnors at Chicago. The Universiey
of Minnesota established 1 model information center within its Iubert
Humphrev Institute of Public Affurs wich 1o grant, the University of
Himors at Chicago added two ibrarans to the Hun mities Insticuee 1n
order te study the mformation-secking behavior and library resources re-
quirements of humanties scholars.

The mdmidual granes were important both to the msticutions receving
them and to the Connal as e attempted to shape the research program
For Jim Haas, the quest for a greater sense of cohesion has been contin-
uous, and he was not convinced that the changes thar occurred as a resule
of the research grangs would have enough immediate influsnce He estab-
hshed 2 Research Library Commuteee to provide the unity that had been
lacking The patrern followed was similar to those established carlier
Jim Haas’s tenure universiry officers, scholars, archivists, and hbranans
were asked to take part m this enterpnise sponsored by the Council on
Librarv Resources, the Anierican Counal of Learned Suaeues, the As
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soc1ation of Amencan Universities, and the Social Scrence Research Coun-
al

In 1988, the Research Library Committee had met vwice and was st
developing an agenda for long-term action, yet a few themes were clearly
discernible. The role of & library in the rescarch university dominated
the agenda. Closely related to that issue were the changing neceds of
scholars in different disciplines for library and inforznation services. Jim
Haas was convinced that these broad policy questions could nort te an-
swered by hibrarians working independently. If research libranes were to
flourish into the neat decade, the entire universty community must have
a berter awareness of what was at stake.

If research libranes are to be responsive to the changes wrought by new
techrelogy, hbranans must have an in-depth understanding of how re-
scarchers do their work. Cnly wath full knowledge of the scholarly process
can bibranans see to 1t that technological applicanions are productive and
beneticial. Scholars and administrators, on the other hand, must be ap
pnsed of the costs associated with the introduction of new information
storage and retnieval methods Prionties and needs for hbrary services must
be establshed i a realistic context The Research Library Committee was
cstablished so that the necescary discussions could take place

Summary

The Counal on Librarv Resources does not have a corporate identiny .
The foundation’s role 1s closely tied to the personal mterests of its leaders.
Befors Jim Haas was named president, CLR was more like the traditional
foundaton that responds to the requests 1t recenes. Perhaps because he
was appomnted while he was 1n a hughly visible posttion at Columbia
University, J m Haas chaneed the way CLR would fitnction. fe had been
very actve o the Assoctation of Rescarch Libranes and the Research
Libraries Group Unlike his predecessors, Jim Haas had been closely hnked
to the bbrary community at the working level. It 1s not surpnising that
he emphasized the status of the Counal on Library Resources as an
operating foundation Ths status allows for the foundation to go beyond
smply making grants to mitiating and managing programs of 1ts own.
Within this structure, CLR has taken on its most tmportant work. the
Bibliographic Service Development Program, establishing a nattonal pres
¢nation program, startng an rensne revision of professional education,
and organizing the Research Library Committee

While working within the operating structure was crucial for a more
expansive Council on Library Resources, 1t also raised questions 1n the
minds of some librany directors Accustomed to applying directly to foun
dattons for grants, hbranans were worried when Jim Haas became the
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charrman of the Foundation Library Commuttee. Many of the ragjor prvate
foundattons with an mterest n rescarch libranes agreed to participate 1n
the meetings, held two or three tumes a vear. Some of the (undations
announced that CLR would serve as a kind of advisory body when libran
grants were under consideration Some of Jim’s former colleagues were
not pleased abourt the increased visibility of CLR. It took several vears of
watching tor research library directors to realize that Jim Haas was probably
the only libranan who could attrace the attention of foundation presidents
and unnersity officers 1n an cffecene way. Even when libranans did not
appreciate the role Haas played, virtually evenyone admired his leadership
abilities i the larger arena.

Jim Haas once rold me that he had not acuvely sought jobs during his
carcer Rather, he did what other people thoughe he alone could do. In
order to take on the very demanding leadership role the CLR Board
onstdered necessary 1f the rescarch library was to flounsh, Jim Haas left
dynamic Columbra University to move to a small office environment in
Washington, D C. The management skills he had pcrfcctcd as director of
a large unnversity librany were not nearly as important in the new setting.
Instcad, he found it necessany to turn his attention to analvzing the
national librany situation and ldcntlf}mg the few things that could be done
only by an organization such as the Council.

Having been an influenual leader within the Association of Research
Libranes, Jim Hzas found i difficult to ignore the many ideas his former
culleagues had to ofter about the best uses of foundation funds. Perhaps
the best indicator of Jim Haas’s leadership strength was his total com-
mitment to the three or four areas he dentfied to become the focus for
CLR’s program. He has concentrated on what he believed to be the topics
of fundamental importance to research librananship, and he was willing
to take on tiw very difficule 1ssues because there was no one else to do

His perception of the task 1s best summanzed by his introduction to
the Counui’s 1985 Amnnual Report:

The Counal on Library Resources 1s essenuially an agent for oth-
ers—for librarics and librartans, to be sure, but also 1n library-related
matters. for universiny officers, faculny members, Icamed socteties and
academic organmizations, and many indnaduals, not readilhy catego-
nzed, who are nterested m and understand the importance of Ii-
braries Indirectly, at least, we are also the agents of the foundations
that fund us The program described n this report . 1s thus not
one of our own creation  Instead, 1t grows from what we hear and
retlects the prionities we sense,

Onc mught expect, given the diversity of our advisors, that what
we do would be fragmented and diffused  That 1s not really the case
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There 1s an underlving uniformity of purpose 1n the activities of each
of the three components of our program. research, exploration and
nstallation of improved operating capabilities, and librananship itsclf.
Onc way or another, the intent in alf cases is to reshape academic
and rescarch Iibranes so that their L.rengths are retained while they
add the new capabilities the future demands.

At heart, the task s one of management—how will libraries redefine
and mect their obligations m intellectually | econom.cally, and socially
appropnate ways? There 15 a tendency to rely on evolution, but ev-
olution s too slow and unpredictable, given the opportunities offered
b fastmoving technology and the hazards to scholarship of forces
that see information more as a commodity than as a public asset.
L:branans, with the help of many others, need to shape the future
rather than wair for 1t to happen. CLR, as an agent, can help; the
work wtself wall have to be done elsewhere

24
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CHAPTER 3

The Naticnal Bibliographic
Program

C. Lee Jones

Historic Perspective

One can postulate that the first steps toward a national bibliographic
program were taken late 1n the last century when the Library of Congress
(LC) began marketing catalog cards and so began to share LC cataloging.
The purchase of—and, later, subscription to—the LC card set provided
hibrarics with an option to accept the cataloging cffort expended by a large
group of well-trained catalogers, all adhering to a common set of stardards.
New opuions for management of the cataloging process had been created;
managers could choose between capitalizing upon c2taloging effort already
expended or spending scarce resources to create institution-specific versions
of the same dara now available from LC. Few dispute the allega-ion that
LC cataloging s done 1n the context of a large, single collection, a context
that was often attacked as producing inappropriately complex cataloging
copy for other institutions.

Printed union catalogs of materials processed by LC, supplemented with
contributions for other research libraries, represented the nexe level of
what would become the “national bibliographic program.” A library could
subscribe to the Nanonal Union Catalog (NUC), sclect required catalog-
ing copy, usc 1t as found, or alter 1t for local purposes. Thus, an even
wider range of opuions for insututional bibliographic processing became
avatlable with the advent of the NUC.

C Ler Jones 15 President of the Mid-Atlantic Preservation Service, he was formerly a
(’jwwam Officer of the Council on Library Resources

ERIC 21
29

IToxt Provided by ERI



E

O

22 Influencing Change in Research Librarianshp

The burgeoning publishing industry required the library world to pro-
duce increasing numbers of bibliographic records, and computing was
soon recognized as having a role n any rational bibliographic control
system  An carly application of computing to library operations was the
distribution by LC of machine-readable bibliographic records. As individual
Iibraries began to use these records to support a vanety of library processes
such as jocal cataloging, a certain degree of bibliographic anarchy became
vet another management option. A library or other organization might
acquire or write software to use the LC machine-readable records for an
wstt-ution-spectfic system or 1t could share the costs of the system by
extendir g access to other institutions. tr a number of reasons, the Library
of Congress was unable to take a dir cr, strong lcadership position by
sharing its internal processing system ¢ r specifving what an “ideal” system
should be capable of doing Instead, LC chose to encourage the standards
community to adopt 1ts own nternal processing format as the format for
the exchange of bibliographic records among computing systems, a stan-
dard that came to be known as MARC, or MAchine-Readable Cataloging.

The adoption of the MARC record format and LC’s distribution of the
MARC record set on tape, by subscription, provided a stable bibliographic
record environment i which a number of nerworks began to provide
shared cataloging services to their membership Slowly, the stronger net-
works asserted themselves unul, in 1988, the two major not-for profit
bibliographic nerworks—OCLC Online Computer Librarv Center, Inc.,
and The Research Libranies Group’s RLIN (Rescarch Library Information
Nework)—account for substantialty all of the shared bikiographic services
sold m the U'S The Western Library Network (WLN) and a number of
proprictary bibliographic services account for the balance of service pro-
vided, probably less than 5 percent of the total.

To the extent that cach of the providers of bibliographic information
cooperates with the others and, in fact, shares unique databases, there
now exists a nationwide bibliographic service program. However, 1t 1s not
vet asystem of iterlinked bibliographic utilities. More often 1t 1s a system
of overlapping, duplicative services. available to any library that chooses
to pay for access to the databases, especially those of RLIN and OCLC.
But development continues in a more integrated fashion thas ever before.
The sources of the current urge to tegrate are diffuse, but a strong
motne foree be traced to a group of people, all assocrated i one way
or anothe . the Counal on Librarv Resources (CLR)

Bibliggrapuie Socinlism

As bibliographic records from the nation’s libraries were contributed to
the National Union Catalog and merged with records from LC, there
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developed a view of the bibliographic world tihat could be described as
socialistic. It was theoretically possible for all catalogers to contribute to
the bibliographic wealth represented by the NUC and also to enjoy all of
the benefits provided by the shared effort represented in that tool. This
relatively widespread concept was nurtured and expanded upon by a num-
ber of preemment library scholars. Working together under the auspices
of the Counctl on Library Resources, William Dix (Princeton University),
Herman H. Fussler (University of Chicago), Warren J. Haas (Columbia
University), Frederick Wagman (University of Michigan), and William
Welsh (Library of Congress) prepared a document, “A Review of Some
Current Issues and Posstble Solutions in the Bibliographical Control of
Library Resources,” with Fussler as author The last draft, July 1976, was
marked “Confidential” and unfortunately never saw the published light of
day Tt was circulate 1 among a number of interested individuals and larer,
just prior to the start of CLR's Bibliographic Service Development Pro-
gram, was again shared wich a limieed number of advisors for reaction and
comment.

This document defined a bibliographic control environment applicable
to the enuire nation and, 1n fact, capable of eatension worldwide. Abso-
| rely unconstramed access to bibliographic information by all was the
prime objective, 1t was to be a nattonal system 1n which overwhelming
soual benefie argued for federal support and mameenance of the biblio-
graphic structure. The system was to be amenable to evolution, with
continuing, empirtcal tesung and evaluation as critical components. LC
was to assume the leadership role and to create and mamntan the national
database, develop ways to obrain bibliographic data not available at LC,
and exerase responsibility for the quality of the data, regardless of its
source The database would supply machine readable records to any library
requiring them for any purpose. In addinon, LC would accept responsi-
biliy for production of “general™ bibhographic products 1n a vanety of
formats.

The bibliographic system was expected to produce improved and more
uscful products for mdividual libraries, and espeaially an improvement in
the uality of the hbrany catalog, whatever 1ts current formar. However,
the total system, the orinapal bibliographic database, “vas to include spe-
ufic location and access paths to desired materials. Hence, hibrary resources
would have to become as casily and commonly shared as the bibliographic
records representmg, them.

Part of the natonal bibhographic system envisaged by the bibliographic
socialists was the capability to support mstitution-specific, computer based
library processing systems, capable of a wide range of functions. It was
postulated that extsung regional networks could not handle such a pro
cessing and service load n the long run.
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Finally, the national bibliographic system had to have as a fur damental
objective the improvement of services, first to the end user, then o local
libraries, and, only as a third priority, to the bibliographic networks—
assuming they continued to be necessary or viable. In short, the Fussler
document attempted to define what ought to be done in order to bring
about maximum bibliographic control and to bring the national biblio-
graphic system into productive and useful existence. Many of the funda-
mental specifications for this scenario are now matters of fact, though
often in slightly altered forms and frequently as the result of efforts initiated
by one indivi. .aal.

Warren J. Haas, ever the synthesizer and creator, assimilated much of
this document into his next ten years of effort through a program that
came to be called the Bibliographic Service Development Progran. (BSDP).
Kev to Haas’s efforts to encourage progress on the bibliographic front
was his nouon of focusing on an ideal situation and comparing any action
against progress toward the established goal. Realizing that direct frontal
assault on goals wathin the library community tends to polarize and even
politicize the process, the preferred Haas approach is to make modest but
consistent gains in directions that, if nothing clse, do not lead away from
the goal Charactenistic of this process 1s a continuing reassessment of the
goal, to further refine it ard to make certain that the goal matches the
requirements of the scholarly community. Patient, consistent progress has
been the result—progress often attributed to others when, in fact, it has
been the firm, steady guidance of Jim Haas and trusted consultants from
throughout the world oi libraries and scholarship.

Clearly, the key to success of the concepts contained in the original
Fussler paper was a strong national library, an cnuty that exists only
partially and in modificd form.

National Library Successes and Limitations

The United States is blessed with two special and productive national
librarics. the Nauonal Library of Medicine (NLM) and the National Ag:-
ricultural Library (NAL) The Library of Congrese, cstablished to support
the needs of the Congress and thereby the people of the nation, has never
been designated as a national libzary. It is as though Congress 1s jealous
of 1ts own information resource and does not want to share, and thus
dilute, those resources any more than necessary. Despite the lack of an
ofticial man late and clear support to function as a national library, LC
has managed to take leadership posittons in a number of areas, chicf among
which has been bibliographic services. Despite this leadership, it 1s a
significant national falure to continue tolerating the denial of sufficient
resources and of an official ..1andate for LC to act as a true national library.
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Were LC ever mandated and supported to act as a national library,
funds would become available to support certain initiatives defined in the
context >f national bibliographic and ' rvice programs. There are no
national bibliographic programs in the s.nse that a well-funded, central
agency has defined certain objectives to be 1n the national interest and
thercfore worthy of support in order to achieve those objectives. More
important, resources to stimulate movement toward estavlished goals and
objectives would be made available through a national library. Were LT
to be designated 2 natonal library, the library support functions within
the Department of Education, for instance, might reasonably be subsumed
in the mission of LC as a national library.

Some hoped that the N:rional Commisston on Librarics and Infor-
mation Science { NCLIS) might be a subsutute for a national library focused
at LC, a substtute that might then meld the national roles not only of
LC but also of NLM and NAL. But NCLIS, with strong information
industry and relauvely weak library representation, has failed to provide
the required leadershp toward fundamentally important library operation
~r service objectives, and certamnly has no mandate or resources to create
or support operaung programs, 1 general, 1t has been a toothless tiger
during the last several years.

The National Library of Medicine has a long list of successes o its
credir, bur a significant and unfortunate limitation has been s individualiry
in the arca of bibliographic control 1ssues. Providing carly leadership in
abstracting and indextng, 1t was unable .0 provide the same kind of lead-
ership 1n other bibhographie areas, though not through any unwillingness
to try. These limits are just now being removed as NLM and LC com-
mittees meet to resolve incompaubilities between the two bibliographic
grants NLM cannot be faulted entrely, however, because the re.t of the
library world, including LC, 1gnored the Iadership that was provided by
NLM in the early phases of applving computing to library service and
operating programs.

The Narional Agncultural Library, adopting computing technology at
adeliberate pace, often assumed an idiosyneratic approach to certain library
1ssuces, but to 1ts credie did follow the LC MARC cxample 1n bibliographic
control. However, the unfortunately low profile of NAL in the biblio-
graphi. community 1s percened to have been a function of a very narrow
defimuion of 1ts national function 'imited to serving the needs of agri-
cultural extension agents. A more egalitarian approach would have
strengthened the impact NAL has had on the bibliographic structure of
the country and the nature of information scrvices it provides. Enormous
strides are now under way at NAL with its Pork Producers Handbook, a
videodisc bas .. reference tool, as the flagship of the new NAL mmage.
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Thus, the challenge n creatng & natonal bibliographic program has
been to use the massive bibliographic strength of the Library of Congress
to goad the libran community mto the future, while capitalizing on the
rather more narrowly focused ctrengths of NLM and NAL. Coupled with
the meense compeution among the prncipal bibliographic utilities, this
meegram ¢ challenge was made to order for the skills and leadership of
Jum Haas.

Bibliographic Options and Alternatives
The Haas Role

It is no acadent that, in one wav or another, Jim Haas has been involved
i nearly every significant bibliographic event in the last twenty or thirty
vears Others will note his quiet, good-humored, scholarly approach to
hieerall any problem he has ever faced. Colleagues quickly learn that Haas
will forego comment unal he has examuned all aspects of an 1ssue, evaluated
with the preasion of an mvestment banker the existing options, gauged
the degree to which a proposed actioa will encourage progiess toward
commonly accepred goals, and done a substantial amount of internal and
private collegal debating Bur once the analvtical steps have been com-
pleted and the options clearhy defined, he formulates and espouses a po-
sron wieh an arttculate command of the English language rivaled by few
and surpassed by even fewer

Haav's goals and objectnes are developed wich an awareness of a mul-
utude of comequences If there 1s one characeertstic of a Haas concepe,
it 1s that 12 15 based on the notion that 1t must be i che best interests of
the scholar—the user of the senice or program under review A corollary
to this fundamental guiding prinaple s that the benefits muse yustfy the
costs and the coses should not impede scholanslip, particularly costs for
access to fundamental resources such as bibliographie daca.

Although he has often described himself as a Luddite, Haas has been
mvolied with several of the more significant technical advances made m
bibliographic systems - Some of these mtnatnes mdude the organization
of The Research Libraries Group (covered m Chapter 4) and the selection
and modification of thr BALLOTS svstem at Stanford mnto the Research
Librares Information Nerwork, early support of the Chicago Library Data
Management System, the first inkages between certam RLG mstirutions
te g, Columbra) and the Librany of Congress (using the former New York
Public Librarv system), carly support for the Ohio College Library Center,
for both organizational studies and support for certain system elements,
the COHAYA project, in which the medical librartes of Columbra, Yale,
and Hanvard unneraties tried to bulld a machine-readable database of
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tibhiographic records, and the development of the MARC standard and
the Anglo-Amenican Cataloguing Rules, Secord Edition (AACR2). He
has also been imolved with landmark programmatc developments such
a the technial development plan for a Nanonal Penodicals Center; the
orgamization and tunding of the Bibliographic Senice Development Pro-
gram, and, more recenthy, the orgamization, funding, and launching of
the Comnmussion on Presenation and Access and the Mid-Atlantic Pres-
ervation Senvice

While most of these mmnatsves occurred while Haas was assoctated with
the Clouncil, ether as a Board member or as 1ts president, he developed
his comactions, style, and charisma while filling increasingly responsible
positions at Johns Hopkins Unnversiey, Columbia Universiry, and the
Unnverary of Pennsy hama. It s not clear thar these insticutions had any
direct ntluence over a developing meellect, but the high visibiliey of cach
mstirution and the roles Haas held in them brought his skills and feadership
to the attention of the entire scholarly world ’

Haass tenure at the Counatl and his reputation & a scrupulously honest
man devoted unswernungh to the advancement and improvement of the
human condinon have brought enormous resources to bear on some nearly
mtractable problems  The mark of progress 1+ dear on each and every
problem he has tackled, but not eveny seed planted has vet born frurt

The National Periodicals Center

In the 1970, Huas became mvohed 1n one of the more controversial
bibliographic acecs mmnuves of the last centun, a project known as the
Natonal Perodicals Center (NPC) The concept was based on the Briush
Libran’s Bostun Spa document fulfillment senice and the percerved need
for such a senaee mthe U'S Members of the research library communiry
had been discussing for many vears how best to put such a senvice in place
Finallv, the Nanonal Commission on Libranies and Information Suence
commussioned a prehimman study of the coneepr. The study suggested
that there was some prospect for suceess in such a program. NCLIS then
ashed LC to prepare a plan for the center, LC, m turn, asked the Counal
on L.oan Resources to undertake the planming effort: Huaas, who during
this peniod aceepred the presidency of CLR after se.eral vears of service
on 1ts Board of Direcrors, was a strong and artrculate advocate not only
of the NPC bur of CLR' partapatton m the planmng process. Conse-
quunth, CLR responded to LC' request by rasing the resources to support
the necessan work and seeiny that the document, 4 Naronal Perodicals
Cenrer Techmual Development Plan, was developed and distributed 1n 1978,

The plan dalled for a centralized repository of pertodicals orgamized for
rapid response zo requests for indimidual artcles: The bibliographic records

€N -
- .
by




O

ERIC

Aruitoxt provided by Eic:

28  Influencing Change in Research Librarianship

of the collection were to ressde in whatever “nationai™ bibhiographic da-
tabase might ultmately be developed. Unfortunatcly, the plan also called
for a board of governors of national stature to establish peiicy and oversee
operations. This one issue polanzed members of the library profession in
such a wav as to preclude any concerted voice on the issuc. It is difficult,
even in retrospect, to understand completely why this issue became so
polanzed, except for the all-too-frequent fear within the library profession
that onc segment or another mught be left out of criticai policy-setting
processes The information industry, at least as it was represented by the
Information Industry Association, was foursquare against the proposal and
made 1ts preferences known during meetings of NCLIS and during sub-
sequent congressional heanngs.

The death knell for the NPC was sounded during those heanings, which
were marked by disagreement imong the library profession over what was
required in terms of the NPC. The hecanng sponsor, Ren. William D.
Ford (D-Mich ), finally declared after much confused trumony, “We
can’t tell where vou people (the library profession) stand.” The fallure of
the hibrary community to respond wath onc voice in support ~f = NPC
was probably the most cntical clement in the vlumate falure to achieve
fedcral .apport for the concept. While vague enabling legislation was finally
passed, rhere was never any funding even to begin detaled planning fc-
the center Because of the enabling legislarion, however, there was never
a final defeat of the concept, despite the opposition from the Information
Industry Assoctation and some publishers, especially smali ones.

While the NPC failed to secure federal funding, the notton persists to
this day char the concept remains sound. Ten vears after the NPC battles
were waged, 1t 1s not uncommon to hear librarans, library users, cven
people in the intformation industry bemoan the lack of such a service. At
least o corporations have mounted services they percenc to be NPC
equivalents Howeter, the utles included n these cellections are those
frequently used and therefore capable of producing enough activity to
warrant inclusion mn these covporate, for profic efforts. One of the greatest
strengths of the NPC 1s the wide array of utles that would be made
avatlable, regardless of request acuvity, and would be mamtained 1n per-
petuity for the benefit of . holarshir. As sound as the concept contnues
to be, 1t would not be surprising to discover that Jim Haas 1s merely
brding his ume unul another appropriat. window of vpportunity presents
mself and another effort will be inounted to ackieve the goals set out for
the Nauonal Pertodicals Center.

Another Haus mitative, the Bibliographic Service Development Pro-
gram, while not umiversally supported wathin the Iibrary community, has
had an enormous and conunuing 1 s et on the nature of the bibliographic
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record structure of the countny and, as noted above, has some of its roots
in the Fussier document.

The Bibliographic Service Development Program

The Haas approach to problems facing the nation’s academic and re-
scarch libranes nas never been unidirectional. Thus, throughout the plan-
aing for and debate over the Nancaal Periodicals Center, Haas, as
prestdent of CLR, contnued to build on the 1976 Fussler document on
the nature of the national bibliographic system. A persuasive speaker,
capable of providing luctd explanations of library problems to the academic
and foundation communiucs, he proceeded to define a long-term program
ro help improve the state of bibliographic conrrol and the resulting bib-
sographic systems available in the U.S. Ultimately, he would raise $5.8
million for the Bibliographic Service Development Program, a CLR ven-
ture that would contnue for seven years with results fele by virtually every
Iibrary user n the country.

The BSDP came mto enistence late 1n 1978 at a time when the bibli-
ographic world was marked by a number of uncoordinated, cven disjointed,
efforts to build bibliographic control systems. Some examples include the
Universiry of Chicago’s Tabrary Data Management System (1970); the
Ohio College Library Center, or OCLC (1967); Stanford University’s
BALLO1S system (197°4), ulumately taken over by The Rescarch Libraries
Group a1d renamed RLIN, the Washington State Library’s system, the
Washmgton Library Network (WLN), developed by Boeing and based on
the Chucago system, the Unnersiry of Toronto Library Automated System,
or UTLAS (1972), the New York Public Library system, abandoned n
fnor of the RLIN system, and at least a dozen others. Each one of these
developments was made possible by the Library of Congress’s MARC tape
subscriprion service.

Iromcally, one of LC's most lucrauve services, the card distibutior.
senice, was doomed by the MAR.C subscription service For years LC had
produced millions uf catalog cards for both sale and subscription to libraries
all over the world Income from this service became so substantial that
Congress began requiring LC to return a fixed sum cach year to the U S.
Treasury. When the developing bibliographic seivices, particularly OCLC,
began offening senices to libranes, they also offered one-stop shopping.
A subscriber could gee not only shared cataloging services, burt also catalog
card sets, sorted and ready to file 1nto the catalog. It vas not long before
the LC card senvice was severely compromised in terms of cost recovery,
despite some veny aggressive system upgrades designed to reduce further
the costs of supplying card. o librartes. It became clear that the future
was wrapped up not 1n catalog cards, but mn bibhographic services that
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would soon lead to online catalogs. CLR would provide an important
catalytie role i this transition.

The Counal’s Bibliographic Service Development Program came 1nto
custence with three goals for a nationwide bibliographic program.

To provide cftective bibliographic services for all who need them;
To mprove the nature and quality of bibliographic products; and
To stabilize the costs of many bibliographic processes in individual
hibraries.

(ST S

The state of the bibliographic environment when the BSDP came 1nto
evistence was characterized by intense competiion among three biblio-
graphic “utthties” for customer,‘'members. The Washington Library Net-
work was the least contenttous, having caned out a regional audience that
was not overly attractive 1o the other uthues. The Rescarch Libranes
Group needed to grow dramancally m order to spread 1ts not inconsider-
able growth and operauonal costs across a significant number of large
research insututions: Having begun after OCLC was well established, RLG
found that some large research hibraries already commutted to OCLC were
adamantly opposed to what they pereened to be a dilunon of OCLC.
Some OCLC research hbrany directors even believed that their credibiliry
within the home mstutution wowd suffer if they chose to move 1o RLG,
regardless of whether amy benetit, miglit accrue from such a move. The
atmosphere was tense, even bitter at umes, berween RLG and OCLC
nstitunons, adrcimstanee that rould improve slowly over the neat several
vears The BSDP's entnv onto the stage duning the height of contention
berween the nwo organizatons provided « nonthreatening, impartial ep-
vironment i which the two pninapal contenders could establish some
level of communication

In order, among other objectnes, 1o encourage and foster this com-
muntcation, the BSDP formed a program commutter composed of the
chiet executne officers of RLG, OCLC, and WLN, the chief LC manager
responsible for ubliographic senvices (Henretre Avram), a senior research
unnerany caaloging manager (Carol Ishimoto, Hanard University), a
sentor research unersany public senvices manager (Joan Gorwals, Univer-
sn of Pennslvama, who jomed the committee in 1ts second vear), and
aresearch unnersioy ibranan (James Govan, Unnversiey of North Carolina
at Chapel Hill) For the first meeting or two, there was also a representative
of the Chrcago Libran Data Managenient Svstem The program comnuttee
met four times a vear to discuss mnamves that might producuvely be
undertaken by the BSDP in order to make progress toward the goals of
the program Early discussions were as much opportunities for discovery
Q@'™mons the chief bibliographic protagonists as discussions of policy  The
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lack of understanding beeween the various bibliographic unligres was star-
thng, bur as ume passed the misunderstandings were much reduced Op-
POITUNILES 1O POMOLE LOOPETALNE ACTION were evplored from the very
first program comnuttee meenngs, but the first cooperanve project, an
evploranon of online catalogs, would not begm for almost two years

While the general pereeption of the BSDP as a disinterested environment
m whidh RLG and OCLC could discuss 1ssues was relanvely widespread,
many people, nduding the first OCLC chief exeeunve officer, believed
that Haas's role mn getung The Research Libraries Group oft the ground
automatically meant that the BSDP would be a pro-RLG program Despite
enormous efforts on the part of Haas and hrs CLR staft to disavow such
a bras, 1t persisted to the end of the program  Further, the emphasis on
acadenue and research ibran problems was further percerved to be evidence
of a pro-RLG stance on the part of the Counal OCLC, attempting, to
wne the bibhographic needs ot all kinds of hbranies and under pressure
from many quarters to provide often contlicting senvices, found the CLR
BSDP focus on academue and research hibraries imutng, However. the
often aypressed view of Jim Haas was that the Imuted resources of the
Counai had to be emploved where they could be evpected to have may-
mum mpact He believed, along with many others, that programs that
vielded sold benetits tor comphicated organizanons Iike research hibrartes
would provide long-term benefits tor all hbrartes In fact, at least two of
the myor pr grams of the BSDP would prove that contention to be so
(1) the eftorts to hink bibliographic senvice sustems and 2 the development
and assessment of online public access catalogs

The documentation prepared by CLR, prinapally by jim Haas 1o secure
tunding for the BSDIY program attempted to idennfy the areas i which
productin e aconan would be useful The roots of these mitatnves are deep
but can be idennticd casih in the Fussler paper noted above  However,
once the program comnuttee began 1ts dehiberanons, it became dear that
despite the array of areas in which the program was expected to be active,
there were a hmuted number 1 which 1t could have substanual impact
Clearh, all program comnutter members viewed standards and the im
provement of the basic bibliographie database as freful areas for acnon

Arcas that recened less consolidated support and gindance from the
program comnnttee incduded eflores to hink the bibhographic unhues and
the mprosement of bibliographic products and senvices: The BSDP com
missioned Barrelle Labor + nes to exanune the options available for linking
bibhographic databases Tuic entire coneept of hnking began as a divisive,
angn set of discussions In tact, when the first halting steps were taken
to begin exploration of how usetul inks nughr be forged among the largest
bibliographic svstems (1LC, OCLC, RLG, and WLN), OCLC deaded
wich 2 move woulu not be m s long term mrerest and opted not to
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partiapate. RLG and WLN prepared 2 memorandum of agreement 1n
which they pledged themselves to find a way to cooperate and share
bibly graphic records and system development. Within months, OCLC
requested and was granted the opportunity to observe what was going on
i the project. The first link participants, RLG and WLN, were joined
belatedly by LC m defining what the links should do and how they should
operate As the project got deeper into telecommunication protocols and
the sclection of various options within chosen protocols that would be
amenable m any future hink environment, the participants sought and
receved the help of OCLC's telece ~unications group. Finally, when
the Ink path had been farly well idenufied and 1t was ¢lear that the
distribution of MARC authority and bibliographic records from LC would
use this link, OCLC became a full partner 1n the specification of the link
and sofeware to implemer  the selected protocols. As the project grew,
demanding substantial s roware work at each participanng siee, the least
well-supported participant, WLN, 21l behind and has not ver caught up.

A much less controversial project supported through the BSDP was the
strengthening of the Librany of Congress name authonty file, the file that
records all LC-aceepted vers ons of names, both personal and corporate.
The first large grant made through the BSIP was to assist LC 13 converting
one hundred thousand name authoriry records to machine-readable form
and thus to strengthen the LC name authonty file. This project took
almost eighteen pronths to complete and provided one of the nonpolitical
topics abous which the program commuttee could talk. The agenda of
cach meeung was crafte i 1 such a way that non- or apolitical trems were
provided as discussion bufters berween the tough issues thar svere likely
to create tension As the authorty file grew larger, LC was able to begin
to consider wavs for other qualified research libranies to contribute au-
thoriey records to the file The carly contnbutions were all in paper form
and were completely vahidated by .C saaff. Tt became obvious that a more
cftictent way of contributing authonn records had to be found. With the
progress being made 1 the project to establish a Iink berween the myjor
bibliographic systems, 1t was agreed that an exchange of authonty records
should be the first implementation of the operatng link.

By 1986, LC was sending updates to the name authonty file over the
link to the RLIN system Withm another vear, the first authority records
contributed by RLG mstitunons began to flow back to LC. OCLC began
receving records some montehs later, bu, mn the throes of designing and
implementing 2 new operatig svstem, has had to wart unul 1ts Oaford
svstemt 1s implemented before being able to contribute authonty records
te the LC file

LC was also encowaged, not onlv by the BDSP bur by many otner
nsttunons, fo design ways to wse the hink for bibliographtc records as
Q ,
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well as authority records. The result 1s the National Coordinated Cara-
loging Program (NCCP), 1n which selected libraries contribute national-
level bibliographic records to the LC database fo- subsequent redistribution
over the hink as part of the MARC tape subscription service. The non-
threatening efforts to enhance the LC name authority file and to baild
both thar file and the LC bibliographic database with contributions from
other libranes provided much of the justification for the Linked Systems
Project (LSP), as the effort to design and implement linkages between the
four largest bibliographic darabases came to be known.

Standards related ro bibliographic records, cataloging systems (AACR2),
and telecommunication protocols all received attention from the BSDP
and 1ts program commuttee. Enthusiastic support for nearly any initiative
to strengthen and encourage the adoption of standards in these arcas was
the rule. Indeed, nearly any star.dards ninauve espoused by the BSDP
could count on substanual support from cach of the udlities and the
Library of Congress. Gnven the importance of the standards supported by
BSDP (scnal holdings detail, AACR2 options, telecommunication pro-
tocols, 2 manuscnipt coding system, etc.), a strong case could be made
that the presence of these standards justfied the enure BSDP investment.
However, BSDP accomplishments were not so hmrted.

The second goal of the BSDP, “to improve the quality of bibliographic
products,” led to the support of two important projects that grew into
sigmiticant bibliographic products. The first was a project to develop a
piece of microcomputer software capable of claming bibliographic records
from a number of sources and organizing them o a private database.
In addition, the system has the capability to create bibliographies of cited
materials 1n a number of user-detined formats. The Personal Bibliographic
Svstem, now marketed for a vanen of personal computers, is a market
suceess. [t s also one of the BSDP projects that Jim Haas probably views
with the least saustaction, primanly because of the high marker price now
~harged for the product, which was developed substan....., with tunds
trom the not-fur-profit cuwmunity At the ume the funds were sought
it was understood that the product would be made avatlable to the scholaziy
community at modest cost (CLR staff thought the pnce would approxi-
mate the cost of making a dupheate disk) as a useful personal "ubliographic
tool Hence, no agreement was made to recover the CLR-nvested funds
shouid the product become a market success It 1s not known how many
coptes have been sold, but a separate company (Personal Bibhiographic
Sofware, Inc ; tinally was cstablished to contnue development of the
sottware and to market 1t

The online caralog projects represented the most significant contnbution
made to the improvement of bibliographie products, improvements that

@ e now felt by every user of a modern online public catalog. The set of
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projects began with a “patented” CLR approach to a problem—a multi-
day mecting in 1solation with no distractions other than the topic at hand.
The setting was idyllic—a Dartmouth College conference center, beside
the lake upon which On Golden Pond was filmed. The meeting site proved
so 1dyllic that two participants, previously unknown to one another, were
married some months later. Aside from such unexpected social events and,
after considering the current state of online catalogs, the group agreed
unamimously that not enough was known about how people used these
tools and about what was required of a truly effective online caralog. By
e ume the meeting was over, 1t was clear that CLR and the BSDP would
soon have an agenda to pursue with respect to online catalogs.

The actual arrangement for the online catalog meeting, its agenda, and
1ts summary were planned cooperatively by personnel from RLG and
OCLC in one of the first publicly acknowledged mstances of interutihity
cooperation During **  summanzing process, it became apparent chat
OCLC and RLG nceded more mformation about online catalogs and that
they, along with others, might productively evaluate those that were
alreads in operation with an eve toward influencing the nature of subse-
quent cataogs. In the end, both unlities, the University of California
MELVYL system staff, and J. Matthews & Assocuates each sought and
recened CLR "BSDP support for a coordinated assessment of online cat-
alogs The yearlong project resulted 1 an examination of thirty-six dif-
ferent catalogs, with conclusions recorded 1n at least two monographs,
more¢ than a dozen papers, and probably three dozen formal public pre-
sentatons.

A number of small projects related to online catalogs recen ed support
over the next two vears Finally, m 1985, a follow -up conference was held
at the Lakeway Conter-nce Center on Lake Travis, just outside of Austin,
Taxas Duang the course of the first day, more than twenty different
online catalogs were demonstrated and assessed by independer.t evaluators.
It was clear thar much progress had been made n the intervening three
or four years Nearly eveny svstem had become casier to use (more user
triendh 1, one system from the Unnersiny of Georgia even demonstrated
an carly use of color to highhght certain kinds of information n a desplay.
Still, there was much to be done Some called for a standardized set of
commands so that users of more than one system would at least be familiar
with the basics when moving between systems. However, others argued
that the tield was sull o new to be confined by standard commands.
The best that could be hoped for was a core set of commands and work
conunues on this aspect of online catalogs

The more criucal online catalog problem, that of different sets o1 i dexes
from one watalog to another, remains a criticu and apparently neractable
problem Two catalogs with idenucal holdings but indexed differently by
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different onhine catalog software can produce different results from. the
same query. While this problem 1s discouraging to observers, the lact is
that not many users yet have access to more than one catalog at 2 time.
If progress continues at the pace of the mid- to late 1980s in developing
and refining online catalogs, the indexing and command language prob-
lems may be resolved or dramatically ameliorated within the next five years.

In summary, the progress stmulated or encouraged by Jim Haas, the
Counall, and the BSDP includes a much-strengthened LC name authority
file, significant standards appropriate for the cataloging and bibliographic
communtics, aggr.ssive progress in the Linked Systems Project moving
toward cffectne links between the major bibliographic databases of the
countny, and much-mproved online catalogs, now spreading like wildfire
throughout the library community—academic, rescarch, special, public,
even school Iibraries, large and small It 1s truly a stunning tribute to a
man who describes himself self-ctfacingly as a Luddite with a strong pref-
crence for the quill pen over the computer!

An Assessment of Results

At what point 1s it far to review events and evaluate their impace cr
worth? Five vears? Ten years? Historians often engage 1n debates over just
such isues for decades themselves This author, having played roles both
m the dew Jopment of the techmical plan for a National Penodicals Center
and 1n e Bibliographic Service Development Program, 1s not the one
to do the assessment. However, certain facts can be noted about cach of
these mitatines, and comments made on the role Haas played 1 each

Access to Peviodicals

Nearly ten vears after the design of a National Periodicals Center began,
there sull 1 not a credible version of such a facility: There 15 a commercial
enterprse, Uninversity Microfilms, Inc (UMD, which has mounted the
naarest thing to a responsne source for journal articles. However, the
imenton of avatlable utles 15 himited by both the number of titles and
the number of yvears for which any given title 1s available. No concerted
ctfort 1s made 1o assure that valuable foreign language titles are mamntained
regardless of current demand A basic inconsistency between corporate
efforts to proude access to penodical or amy other tormat of information
and the needs of research and scholarship s the nearly Iimitless range of
lietle-know nand hittle-tused materials trom obscure sources. A fundamental
role of research librartes has been to accumulate and manage such mfor-
matton and make it avathable as required The corporate world has not

@ heen able to support the mantenance of infrequently used materials—
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hence the concentration of services like UMI’s on the heavily used titles.
So, while UMI represents a source for the “popular” penodical titles, the
research library community is forced to continue independently to maintain
large collections of materials for their possible research value.

The OCLC mterlibrary loan system has tended to spread the demand
over many more libraries, but the fact remains that there is no central
repository for penodical materials being built or mainta‘.ied in this country.
It s ironic that the number of requests made by U.S. research libraries
to the Briuish Library’s Boston Sp~ operation continues to rise, despite
the high costs of both communicaung the request and sending the ma-
tenals.

The improvement of a number of computerized bibliographic databases
linked to interibrary lcan subsystems or modules has managed to stay
ahead of the conunually rising demand for interlibrary loaa materials,
cspeaally periodicals. However, onc of the prime reasons for considering
the NPC in the first place was to relieve the burden on extan: collections—
a burden that was percenved to be weanng out collections at an alarming
ratc. Now that the wear has been spread over more collections by virtuc
of the improved ILL systems, the pressure for an NPC-like collection has
cased However, 1t will be surprising if we do not sce another effort to
put an NPC in place before the end of the century.

Haas’s role 1n the NPC was far more than stmply manager of the group
that put together the technical development plan. His Iife-long preoccu-
paton with effecuve administration of large research libraries led him to
believe that an organizauon such a; NPC could provide options for all
libranics The knowledge that a carefully crafted collection of penodicals
would be marntamed for rapid access in perpetuity would allow libranes
to design their own internal acquisition, pre.ervation, and retention pol-
tcies in very different ways. Some utles might not have to be acquired at
all, especially rarely used foreign language titles Some would be acquired
but not retained beyond a fixed period of time, possibly requinng no
preservation action or cost at all. In short, the NPC from the Haas
perspective would have given libraries an opportunity to achieve even better
control over therr mited resources and would have allowed them to
redeploy some of those resources in order to enhance service to *1 ¢ schol-
arly community—all with no noticeable degradation n service or access
to information While the current lack of an NPC is certainly a failure to
provide the options for library management that Haas dreamed of, the
failure to defear the plan convincingly 1s a tribute to the soundness of the
thinking behind it
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Access to Bibliographic Information

Assessing the impact of the Bibliographic Service Development Program
is even more difficult since some of the initiatives of that program are just
beginning to bear fruit. The most difficult question is what specific role
the BSDP played in the bibliographic developments during its tenure and
beyond. Certarnly it was not the only factor influencing what transpired,
but is was one of the only independent, impartial factors.

As noted above, Haas’s role in the BSDP grew out of along commitment
to service to scholarship and a belief that advances in bibliographic services
for research libranes would have a bencficial impact on all libraries, 2
concept that continues to scem valid despite some noted opposition.
Sariford Berman might argue that the rigor (maybe even rigor mortis) of
the LC-research library subject heading environment is not uscful at all
for smaller libraries. However, accommodating specialized subject ap-
proaches continues to be a goal of the developing bibliographic structure
of the country. Haas’s view, not widely recognized, is that this son of
flexibility 1s fundamental to a bibliographic system that must serve the
nceds of the mathematician, the music scholar, the social scientist, the
historan, the applied scienust, and all the other components of the re-
search university community. A bibliographic system that can serve this
community, a reflection of society at large, is likely to be capable of serving
the needs of that society.

As of nmud-1988, 1t can be observed that, no matter what the specific
contnbution of the BSDP, the bibliographic structure of the country is
much tmproved over that of 1978. Sclected libraries have joined with the
Library of Congress to build the name authority file used by every major
bibliographic system 1n the country. This cooperation now extends to the
butlding of LC’s bibliographic database, with cataloging being contributed
by external instututions and redistributed via the MARC subscription ser-
vice and the LSP links between LC, RLG, and OCLC. In short, the
notion of the biblicgraphic socialists is coming closer to reality.

In the arca of bibliographic products, the online catalog is the singl
most pervasive innovation in libraries of all sizes and types The BSDP 1s
not responsible for the cxstence of these powerful bibliographic tools,
burt 1t 1s unlikely that any of them have escaped the influence of BSDP-
supported evaluations and design analyses. The amount of attention fo-
cused on the manner in which a library user interacts with the computer
screen and keyboard (the user,’system interface, to use the jargon) has led
to a variety of ever-casier ways to use these systems. There are still some
nearly 1ntractable problems, but to the user of a single online catalog,
they tend not to be obviou. So pervasive have been the cffects of BSDP-
supported efforts to improve online catalogs that bibliographies of works
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related to the online catalog are full of papers and monographs that were
completely or partually funded by the BSDP or other Counalsupported
programs.

The work forused on linking large bibliographic systems also receved
substantial impetus and support from the 8SDP. It is unfortunate that a
recent monograph purporting to document the Linked Systems Project
fauls to recognize the very significant impact of the BSDP on progress
made to date: Withour CLR support, the linking of the current biblio-
graphic utliues and the Library of Congress may never have gotten off
the ground That support was used to specity the requirements of the
link, the protocols to be used, and their speafic implementation 1in RLIN,
WLN, OCLC, and LC* internal operaung system. Authonity and biblr-
ographic records are being exchanged between LC, RLG, and OCLC over
LSP lks.

At lease as signiticane as the hnking of che utilities 15 the prospect for
hinking local systems to the unihities and to one another, New York Uni-
versity and s Geae svstem contractor have established 2 linkage to the
RLIN database Indivadual commeraial vendors of online systems increas:
ingly are bemg required to commie to hinkages wiih other systems using
protocols accepted by the standards commumrty - Most of those are the
linkages espoused by the Linked Systems Project. Whle there 1s stll much
work to be done, prospects are good that a totally revamped bibliographic
structure will come mto evistence m the U'S., and 1t 1 cqually hkely cha-
A substantial number of these developments have the Councils BSDP s
part of their roots

Perpasive Nariomwide Bibliographic Services

Oncee the hnkages are m place, the svstem for allowing commuracation
from one loaal syseem to heerally anv other local or uthiry system in the
nattonwide set of linkages wall be possible It will ve sumilar to the firse
vears of the mterseate ghway svstem an the western states—huge open
highwavs connectng distane ponts but with very heele trattic on them
Clearly, collections of insticutions sharing services among several online
cacalogs and one or more utihities will generate more traftic than disparate
svstems with no elements in common. Bur once the hnkages are available
(the lughwavs buile and opened for service), those with access to the
nerwork will begin to explore wavs to use the Iinks to their benefic and
the benetic of the scholarly communities they serve. One of Haas's notions,
that of providing access to scholars as they demand and require 1t, will
become ever more real as the potentials for using the network hnkages
are evploeed

O
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The hentage that the Haas era wall leave behind—and he 1s far from
completing s senice to the academic and scholarly world—will be one
of new sets of options for the management of all libraries; expanded and
cvpansie sets of bibliographic databases capable of serving the needs of
a wide array of populations, and powerful information access systems
capable of retrieving not only specific monograph and article citation
informatton but text materaals as well. Much of this improved array of
resources and bibliographic tools will be based upon powerful telecom-
municatton hnkages among virtually all systems that choose to be part of
the nanonwide (rather than national) bibliographic structure—the struc-
tire envisioned and continually redefined by Warren J. Haas and his
mibliographic socalist fniends and colleagues
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CHAPTER 4

RLG Revisited

Rutherford D. Rogers

This paper undertakes to reexamine the carly years =" The Rescarch
Libraries Group (RLG) wath particular reference to the period from 1972
to 1978. It also contains some modest, very personal reflections on events
and actions. The paper can hardly posc as an adequate history; it it too
sclective 1n the topics and period covered and in the sources reviewed.
Several matters are recorded here that have not previously been published.
In fact, a few of them are not documented except in the frail memory of
onc of the “founders.”

By now, the identty of the founders 1s well established: Douglas Bryant
of Harvard University, Richard ©  uper of the New York Public Library
(NYPL), Warren J. Haas of Columbia University, and Rutherford D. *
Rogers of Yale Universtty. What has not been established is how it all
began. 1 believe 1t was at an Association of Rescarch Libraries (ARL)
program mectng 1n carly 1972 that Bryant, Haas, and Roger. were sitting
together, the topic beng presented concerned the Ohio College Library
Center (OCLC-—now the Online Computer Library Center). Some state-
ment caused a light to go on n at least two and perhaps three heads
stmultancously the rescarch libranes needed a cooperative mechanism that
was shaped to the very special needs of such libranies. The rature of the
thinking—greatly expanded in Jetail—was undoubrtedly expressed in a
memorandum of July 19, 1972, of uncertain authorship. (One of the
cxasperanng facts about attempting to reconstruct events from the existing
files 1s that memos are occasionally undaed and often unsigned, thus
leading to some speculation as to umes and authorship.) The memo of
July 19, 1972, proposes the establishment of

y Ruther, . D Rogers 15 a former Yale University Libraran.
\
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4 major computer based system for the purpose of creating a
shared data base of biblographic records . . . as a fundamental step
toward a broad range of acewvities including more etticiently produced
records, a more rationahized system of collection building, and a
greater sharing of resources. . . . The libraries participating in OCLC
are predominantly college hibraries, wich . . . relatively homogenous
collections emphasizing English language publications. . . . The Co-
lumbia Harvard and Yale U'niversity Libraries and the New York
Public Library acquire a far larger spectrum of nieles in an infinitely
greater diversity of languages and with far more difficule problems of
bibliographical entny stemming trom the unusual ..ature of many of
the publications acquired ., and sharing of common btbliograph-
teal data among large ibranes will greacly facilitate cherr processing
aLTnItIes Duning the development and carly implementaticn
stages 1t 1s essenttal to It participation to the four mstitutior
Fyentaally addrmional mstirutions should become imvolved—some as
tull participants, others throtgh abiliey to access the data base.

(This wording reflected greater perspraaarty with respect to eveneual de-
velopments than was realized ) The memo made reference to . a firm
commirment to umforminy of catalogung primerples, as well as uncom-
promusing qualiey of cataloger performance, features not necessarily present
m other neoworks ™

Although the Julv 19, 1972, memo did not allude to overall manage-
ment control of the consortium by 1ts users, 1t 18 the recollection of the
wniter that this was a myjor consideration The memo did stress the
geographic pronimuey of the four msticutions, the mportance of estab-
lishing a corporation to asure continuey of the endeavors, and the de-
arabihity of having a panel of advisers wich representation from the Librany
of Congress and other research hbraries Tt was estimated that a central
sttt of twenny to twennv-five persons (1) would be needed ar the peak—
a ven carly, almost fatal muscalculation—and 1t was proposed to enter
170 3 51 to twelvee-month planning penod

A memo wntten carlier than the one yust ated sheds addicional lighe
on the thinking i the firse davs of the founders This carlier memo,
idenafied as a third drafe, dated March 15, 1972, and beaning the mitials
RDR, referred onh to Columbia, Harvard, and Yale as prospective -
ators of the consortium Fven at this carly stage, however, the New York
Public Libran' was a prospective fourth participant, as 15 evidenced by o
marginal note m the hand of Donald B Englev, Yale's assoctate unn CrsITy
hibranan “and NYPL>™ The addicion of the New York Public Libranv
between March and Julv of 1972 Game as a result of mvo strong, consid-
crations the close, existing cooperative arrangements berween Columbia
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and NYPL and the grear strength of NYPL collections, zlthough NYPL's
historical prohibition aganst circulating books from the research collec-
tions posed a problem. However, President Couper believed this problem
was soluble, and 1n fact it proved to be. This March 1972 memo laid out
operating goals that became remarkably prophetic. Among them were:

1. Recprocal access to member collections, short of borrowing priv-
tleges, by faculty and graduate students.

2. Cooperanve collection development in such areas as:

a.  amalgamation of discontinued seral runs;

b new serials and expensive microtext serics;

¢ reexamination of the necessity for duplication of serial tieles
within the consortium to determine if a single subscrniption
would meet collective demands; and

d.  1denufication of libranes of primary collecting responsibility
in certain geographic, linguistic, and subject areas.

3 The memo does not make reference to the preservation problem,
but 1t wa certanly a mateer of grave concern to the founders.
(See reference to the Haas memo of Apnl 1974, cited below.)
Evenyone accepted the natural linkage between centers of ollectng
strength and presenation responsibility. Furthermore, NYPL had
been a proneer since the davs of i7 M. Lydenberg (duning the
twenties and thirties) i preservation, Keves D. Metcalf, who weine
from the posttion of Chief of the Reference Depariment of NYPL
to head Harvard's ibranes, had established an acuve newspaper
microfilming program in Cambridge Yale had creared a Preser-
vaton Office n 1971, and Columbia had a long-estabished rep-
utatton n photocopying. The traming of preservation specialists
and the exchange of mformaton on wtles preserved or to be
preserved was increasingly on the mmnds of rescarch Iibranans.

4 It was beheved thar a common database of bibhograpnic records
would make 1t possible to speed the processing of meerlbrary loan
requests

Finallv, the memo of March 1972 referred 1o acronyns for the con-
sorttum HALCYON (Hanvard, Columbia, Yale, ctc ) was under consid-
eration as late as June 13, 1973. A memo dated Augner 2, 1973, by
Donald B. Engley of Yale, stated. “One other piece of bue aess on Monday
was the bural of the acronym HALCYON due ro the stron 1 objections
of one of the member librartes For the ume being, at least, we are
operatng as the Rescarch Libraites Group.™

The pertod from Jul, 1972 to July 1973 was marked by .ntznse planning

o "1 consultation of member task forces that explored bibliographic co-
B K
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ordination, technical hardware problems, collaborative collection devel-
opment, and potential governance problems of a consortium with an
enlarged membership, a substantial central staff, and a heavy investment
in hardware One of the anticipated problems proved smaller than antic-
ipated—namely, staff support within member librarics. This writer had
been a pioncer in the regional public library movement in New York State
in the late forties and carly fifties and had learned how indispensable staff
~pport and cooperation were to a new venture. Furthermore, just the
general idea of automation had long raised the specter of loss of jobs,
especially among technical services personnel. The enthusiasm wath which
the staffs of the founding libranes proceeded was heartening and went a
long way toward assuning the initial success of RLG. It did take time,
however, for the staffs to think of RLG not as a separate, somewhat alien
ctfort, but rather as an integral part of the fabric of cach institution.

The Council on Library Resources (CLR) was helpful in providing onc
of 1ts staff members for the purpose of visiting the four founding 1nsti-
tuttons and explonng potential areas that required carly attention. The
desirabiliry of an outside consultant to do a formal planning study became
evident to the founders and was endorsed by CLR.

Joseph A Rosenthal, Libranan at the University of California, Berkeley,
whose early expenence had been heavily 1n the technical seavices field, was
engaged as the ideal candidate to undertake a planning study becween July
5 and October 15, 1973 His report, 1ssued i December 1972, recom.
mended, among other things

1 A board of directors, with each founding hbrary represented
. A bibliographic center
4 to establish whether an item was held;

£ ]

b to emphasize access to, rather than ownership of, publicanons,

¢ toserve v a communicanons link to facihtate rapid commu
nication; and

d o facthitate interlending,

3 Shared collecuon development emphasizing selection of senals
and, 1 the long term, possibly to allocate ACQUISIION responst-
bility

4 Sundardized cataloging practices based on Anglo-Amenican Cat-
aloging Rules, LC subject headings, and LC classification. Harvard
and NYPL sull had unique classification systems and Yale had only
receriely switched from such a system to LC notation.

5 The possibility of producing a microform catalog of member hold-
ings, looking to an eventual online cartalog.
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At an Apnil 30, 1974, mecting at Yale, 1t was reported that legal counsels
of the four nstrutions had met to work on a proper legal underpinning
for the consortium. At this same April 30 mectng it was proposed that
RLG should support, as a matter of principle, an interlibrary loan fee
system pegged initally at fifty percent of cost of a loan to the lending
Iibrary. This was a fundamental principle because the founding institutions
had many decades of expenence in the mounting burdens of interlibrary
lending On Junce 4, 1974, a “Program Statement for a Consortium of
Rescarch Librances. Yale, New York Public Library, Harvard, Columbia™
proposed that the members should “share the cost of operating “he pro-
posed jomnt system tn a manner commensurate with the benefits received.
This will tnclude some cleanng house arrangement to compensate any
Iibrary that provides substantially more service than it receives.” The failure
fully to put mto practice this prnciple was to become a lungsstanding
source of fricuon within RLG. It 1s interesung to note that as of 1987
this principle had yet to be firmly estabiished, although recognition was
finally betng accorded 1t, as reported tn the November 1987 RLG Oper-
atwons Updare.

It may be worth pomnting out that the direct cost of an interlibrary loan
is only une-quarter to one-third of the cost of adding an average publication
to the shelves of a hibrary (quite apart from housing and preserving a
publication, sometimes for J.cades or centuries). It seemed to the founders
that 1t was privilege enough o be a member of & ->nsortium that would
give priority aceess to such publicanons, sparing the borrowing institution
acquisttion, presenation, and housing costs while only requiring a sharing
of direct lending costs

The April 30, 1974, meeting recognized not surpnsingly, that funding
the consortium was likely to be a major problem. Also at this meeting,
the Serals Task Forcee reported having met five umes “to formulate meth-
udology for wordimanng serais subscnprions wichin RLG, considenng
both new utles and utles already held.™ It was proposed that special
attention miught be gnen to keeping track of master sets of serials with a
high annual cost 10 the nummum range of two hundred to five hundred
dollars

At the Mav 1974 mecting of the Assouanon of Research Libranes (ARL)
this writer, on behalf of the founders, made a report to the Association,
emphasizing the following pornts.

. The directors were meeung appronmartely biweekly
2. Adirector of the bibliographic center was being sought The center
was to be an 1deal place for venticanon of atanons and location

1 of 1tems wanted on mterloan.
<
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3 Communicanon bv TWX or unlimited vorce hook-ups was being
explored.

4 A series of task forees was working on standardization and collec-
uon development, wath particular reference to cooperative cfforts
n serals and denufication of major collectng responsibilitics.

The report to the Assoctation ako took note of enticisms that had been
evpressed by the Amencan Booksellers Assoctation with respect to the
de’sterious effects such collaboratne collection building and mterhbrary
lending would have on publishers. This part of the report to ARL stated.

You may have seen the reacuion of publishers and booksellers to
RIG The comments are uninformed and suspictous’y umely i bring-
ing pressure on the Congress as 1t once agam tries to move ahead on
copvright legaslanon There 1s nothing i our program that prohibits
anv member from acguirnng any pubhicauon 1t considers essential.
Sccondly, we do no” see an absolute drop n acquusttions expendrtures

but rather a leveling of the mrolerable curve that . . cannor be
stistamned at 1950-70 rares These factors will operate within the
RIG context not i the purchase of fewer publications . . . but rather

14 more organized evpendiure that will permut copies 1n any one
insttution Where demand dictates such duplication and, at the same
tme, an assurance that lesser-used publicanons will be available to
the extent that combined evpenditures can be wisely deploved. And
sihee we are major supporters of the Center for Research Librares
weare noc overlooking 1t resources as an ineegral part of our plans
and operatons

There had also been allegations by orher research hibranans thar RLG
was chust and was bemng developed without broad consultation To this
the respe vas

Finallv we wish to reiterate our strong desire to open our CRrerprise
to membership of other ibrari s at an approprate ume We speculated
at the ourset—and T speak of the ume before even the four members
were deaded upon —that there would be plenty of problems to 1ron
out with only three o1 four parucipants T onlv hope that all of our
prognostications might be equally accurate because the arrav of knotn
1sstes has surpassed ven our mighmares, and we are certam at thre
stage that were we dealing with the peculanties of even a single
addimonal msur.uon the prospects of developing a viable enterprise
nught seem bevond reach
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It was clear from the carly stages of RLG that supplemental funding
would be needed frem outside sotrees to launch the consortium. A semunal
document for use i fund rasing was drafted by Haas of Columbia in
April 1974 A later, somewhat condensed version was prepared in October
1974. It laid out a plan for RLG “as an alternative to the heretofore
dominant philosophy of nstitutional self-sufticiency.™ Stress was laid on
declining Iibrany budgets, the decreased purchasing power of the dollar in
overseas markets, and the increase 1 the cost of publications, which for
over ten vears had exceeded the cost of iving. The decline in federal grane
funds was also noted. The memo went on to emphasize the avordance ot
annecssan duphanon and the mpomnee of rapid document delivery
and document preservation.

On the subject of the apphaanion of computer technology to biblio-
graphic control, the memo expressed RLG's mtention to explore existing
swstems at Stanford Unnversiny, the Unnersiny of Chicago, Columbia, the
New York Public Library, and OCLC. "It s anucipated that an RLG
wstem an be constructed by selectng and adapung existing software
programs ~ At the veny Jeast this proved to be an o.verly opumistic sim-
plification

Imphatin RLG dunking and planning is a sense of responsibihey
for partiapating 1in national Programs to Presene resoirees, to share
access to wollectons and to develop systems of bibliographic coatrol
RIG 15 comnutied to using aceepted standards for compu cr-based
bibhographic informauon so that these vern lage collections nughs
make an effectne contnbution to natonal systems tor bibhographic
control, as well as faahtanng commumavon within REG - Of equal
importanee 1s RLG' mtennon to invate other hibraries 1o participate
1N 1t programs at appropriate umes n the tuture . The mature of
these tour large hbrarres requires a federation of institutions rather
than the ddegaton of authonty to an mdependent organization

It1s recognized that as soon as possible RLG programs must become
sutliaenth costetfectne to yusufv the support of operatng, expenses
by member instirunions: By quickly developing these programs, ad-
ditonal hibraries can be brought into membership to share the benefits
and contnbute to the costs of RLG operations ™

At this pont, the onigmal four members esumated that over a three-
vear penod they would be contnbuting $120.000 toward program costs
phus 1,200,000 i statt nme

It s recognized Shat trade books and basic utles must be acquured
by all researd]s hibranies, however, there are many languages, such as
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Hungaran, Modern Greek, Baluc and Dutch, 1n which all libraries
need not collect comprehensively so long as one nstitution accepts
responsibility and prowides access . . . .Domestic and forcign news-
papers, foreign official gazertes, expensive microform projects, spe-
cralized information services, college catalogues, textbooks and similar
groups of marerial are needed by scholars, but duplication in each
librarv 15 nor necessary so long as there is a SYSTCM TO assure access.

During this period, Bryant, Couper, and Haas were all active in fund
rasing Couper had been instrumental in secuning a $135,000 grant frcm
the Skernvwore Foundation to support the Rosenthal study and report.
The 1974 RLG efforts produced a $750,000 Andrew W. Mellon Foun-
dation grant 1n June At the »nd of the vear, a §350,000 gran: was
forthcoming from the Alfred P. Sloan Foundation, followed in 1975 by
a simular grant from the Carnegic Corporation of New York.

These carly fund-raising cfforts arc listed to tllustrate that the founders
had suflicient confidence by mid-1974 1o support the employment of a
full-time director of the new enterprise James Skipper was offered the
position, cffecine August 1, 1974, and he was introduced ar a meeting
of representatives of the four insututions on September 4, 1974,

Benween Seprember 26 and QOcrober 10, 1974, representatives of the
tour institutions signed an agreement relating to the formal establishment
of RLG Incorporation as a nonprofit corporation was antictpated, and
cach instrution undertook to contnbute $16.000 duning each of the first
three yvears

The three vears trom 1975 to 1978 were charactenzed by ntense or-
ganizational development and fund rasing. RLG was tormally tncorporated
on December 19, 1975 Duning 1976, the National Endowment for the
Humanities made a 250,000 challenge grant to the consortium and, on
December 22,1976, the executne commutree accepred a §750,000 gift
from Timothy Mellon for the acquisition of computers and related equip-
ment In October of 1976 the executive commurree considered the pos-
sibility of admutung additional members but decided to delay such aczon.
The chowee of a bibliographic processing system had ver to be determined
and required intensne invesugation In fact, 1t was not unal March 9.
1978, that the evecutne commiteee reachied the final stage of znalyzing
proposals from Stanford, Chicago, OCLC, and the New York Public
Librarv to serve as RLGYs automated bibliographic processing system
Columbia and Yale favored the Stanford system, while NYPL urged adop-
non of 1ts own svstem and Harvard favored OCLC. On March 14, the
RLG board of directors informed Stanford that the board intended to
adopt the Stanford system Ten davs later, President Bok of Hanard
announced 1ts mtennon of withdrawing from RLG The reasons given by
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Harvard were pninapally (1, that continued participation by Hanvard was
not n s or RLG’s mnterest and (2) complextties wathin Harvard's own
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system of hibranies made Harvard’s partiapation difficule.

The chotce of an automated bibhographic system and Hanvard's with-
drawal from RLG marked the end of the major effort to create RLG. The
intr1al five vears represent approximartely a third of RLG's history as of the
ume this article was writcten With the wisdom of hindsight one mighe

make certain obscrvations.

to
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The mral concept of the nature, activities, and special areas of
concentration of RLG proved to be remarkablv prophetic. Not
tally anticipated, but nonctheless welcomed, was the formarnion
of speaal subject and language groups to pursuc distinctive in-
terests and problems 1n such areas as art, law, medicine, music,
dnvamn, East Asia, and archives and manuscnipts. Success 1n
handling non-Roman alphabets—particularly Cynliic, Hebrew,
Chinese. Japanese. and Korean—were, perhaps, faintly hoped
for, but eventeal achievements were spectacular.

Intennsuitutional staft cooperation was extremely productive and
remarkably harmoniorns

The wze ot the statt presentiy approumately minetv ) and the
omplenny and cost ot the central operation were woctully under-
estimated

The magatude « - overall acovan and finanaal ditticulties were
likewise undercsemated and were almost endiessly a source
grave coneern

Like the size of the central stath, the reiecommunications costs
ot operating nattionally and cventually iternavonally with a sin
gle central database were not safticiently anecipared and even
wallv required devising new approaches to basic networking
\()”LCP[S

Foundation support was indispensable and remarkabhv good It
one teundation were to be singled out tor special praise, 1t would
be the Andrew W Mcllon Foundat a, with exiraordinary grat
itude 1o s president, Jack Sawver, duning much or RLG's first
fittcenvears On tac ot' o1 hand, the loans negonated trom Ford
and Carnegge presented exeeprional problems betore they were
tinally sereled
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Changang leadership needs, illness, and personal preferences con-
spired to dictate that RLG would be secking 1es fifth chief ex-
ccutive officer ar the end of fifteen vears. The talent needed to
lead a highly technical central staff, to marntain liaison witch thirty-
siv full member institutions (not just at the hbrary director level
but frequently with presidents and provosts), to serve as spokes-
man i nattonal and mnternational forums, and successfully to
attrace . w members—all of these skills were hard to find when
people with such talents in the commercial market could com-
mand salaries three to ten umes RLG's pernmusstble limits. On
balance, RLG has found 1t Jdesirable to engage CEOs with
strength in the computer field. Such people have sometimes
found 1t ditficult to understand, let alone respect. the views of
libranans, and relations have not alwavs been the best. Also, the
¢mpha s or computer technology has often bern bought at the
cxpense o1 management sophistication

As has been suggested eoiner, the comortum was derelice
dealing with the balance-of:payments 1ssue The interhbrary loan
sianon s a case mn pomnt The dilemma 1s not unhike that of
the United Natons, where the beneficanes have the votes and
are oiten ' no hurn to accommodate themselves to the views
of the providers of beneties

Candor torces one 1o concede that 1t has been a source of great
disappointment that more of the large ARL libraries have not
tound RLG attraceve: Hanvard's wichdrawal a'most certamnty ad-
verselv affected this prospect. Yer ie 1 graufiing that a number
of Iibrares, including Hanard, that are not full members have
<lected o participate as associate members Harvard Law, Har-
vard Music, and Hanvard Fine Ares, Chicago’s East Astan Library,
Boston Universine: Law Library, Unnversity of Teas at Austin
Law Librarv, University of Urah Law Librarv, University of Ha-
wair at Manoa, and University of Hlinors at Urbhana-Champaign
Libran Some forny oth er mstitutions are active as specral mem-
bers—e g, Art Instituee ot Chicago, Branders University, Folger
Shakespeare Library, Henny E Huntington Library and Art Gal-
lerv, Libran Company of Philadelphia, Boston Muscum of Fine
Arts, Naoiomal Gallery of Are, New York State Library, Prerpont
Morgan Library, and Radeliffe College Libran

The many research mstitunions that chose to stay withan OCLC
certamhy have reason to be grateful to RLG In the opmion of
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not a few, the very eustence of a rescarch hibraries consortium
caused OCLC to pay more attention to the special needs of
rescarch hibraries than 1t had displayed prior to RLG’s founding.

The overnding problem of RLG has been that too few university
officls at the presidential and finanaial officer levels appreciate
the revolution that 1s taking place in information handling and
the true significance of RLG. Furthermore, they persist in rhe
delusion that r2volunionary new technology can be funded out
of tradinonal levels of hbrary support, although expertence with
computers elsewhere on campus grossly belies this possibility

Finally, the extent to which the exstence of RLG tempered the
extremely adverse effects of budget reductions dunng the sev-
cntes and aghues has never been adequately appreciated. By
emphasizing document delivery and not mere ownership, the
founders ushered m a new level of access. University officers who
gave RLG grudging, often mimimal support will never realize the
amount of faculny clamor that they were spared simply because
RLG operated to sen¢ promptly and adequately a host of research
needs despiee battered acquisitions budgets. The progress n ap-
phying computer technology to hbrany operations has been note-
worthy and, in many respects, indispensable, but the forging of
close, productive, and contnuing levels of cooperation will, 1n
the final analvs, prove to be equally momentous.
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CHAPTER 5

In Pursuit of Preservation

Peter G. Winterble

If individuals have any sense of the importance of the continuity of
the human expenience, they can’t avord the problem of preservation
of the human record. To fail to do so is, in a sense, to turn your
back on history. And 1t’s a kind of an egoustical action of the highest
order to think that what's gone before is unimportant. What we’re
doing here 1s trving to find a way to sare what's important from the
past What we've got to do 1s to make an honest effort to make certain
that at least a portion of the past 1s preserved, not only for our owr.
use, but for the future. Those who will follow us will, I think,
righefully say that we have 1n a sense failed them 1f we don't make
that honest cftort

Spoken from tchind the large desk 1n his CLR office, these extempo-
rancous words from Jim Haas make up the final scene in the film “Slow
Fires. On the Presenation of the Human Record. ™ They sum up, perhaps
as well as any he has written or spoken, the core of his belief in the
“pre<en ation enterprise,” as 1t has come to be called by those around him

Making that honest cffort to address the overwhelming problem of the
detenoratton of Librany materials has been an abiding theme of Jim Haas’s
professional life Viewing carly or,, at first-hand, the effects of acid paper
on the rescarch collections at Johns Hopkins University, the University
of Pennsylvania, and Columbia University, he realized that the only ad-
cquate solution would require collaboratnve efforts theretofore unrealized
in the hbrary world.

Peser G Wniterble o5 a Program Officer of the Commision on Preservanon and Access
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Anmportant chance to state the case for preservation and collaboration
arose when he undertook in 1970 the compilation of a report commis-
sioned by the Association of Research Libraries (ARL) under a grant from
the U.S. Office of Education. (At the time he was President of ARL and
also Charrman of its Committce on Prescrvation. ) In what has often been
cited as onc of the more appropriate analogies about preservation, Jim
Haas wrote. “The process of growing bald and the detcrioration of libra-
collections kave much in common. It is easy to ignore the loss of one
strand of hair at a time, so long as therc 1s overall growth. So it is with
book collections. Individual volumes, by virtue of the fragility of the paper
on which they are stored, detenorate and become useless. Their loss 1s
regreteed, but feclings of concern are muted by the security generated by
annual collection growth figures. However, a time comes when even long
hair can’t conceal a shining pate, any more than current acquisitions can
mask the physical shabbiness and the prominent gaps caused by the dis-
appearance of thousands of volumes made uscless by paper deterioration.”
In the years after his report was written, and with customany wryness, Jim
Haas would sti ' » the thinning hair of his own head as he recounted his
analogy

His ARL "Office of Educaton report, titled “Preparation of Detailed
Spectfications for a Nauonal Systen for the Preservation of Library Ma-
terials,” idenutied four areas i which much work needed to be done, and
which revealed ke framework of Jim Haas’s o 1 agenda mn preservation
for the vears to come  research, education and training, preservation and
consenaton 1 individual ibraries, and collective action. And although
cach of these areas has recerved detatled attention from Jim Haas during
his time as president of the Council, 1t 1s the last—collective action—that
led eventually to the breakehroughs of the recent past. Indeed, ensuing
activiues 1i the first three areas of his four-point program (many of them
tunded by CLR) served, importantly, to prepare the way for the present
preservation acuviry.

What he realized i the carly sevenues, and what 1s now widely known,
s that nearly all books printed after 1865 were erther brittle or 1n danger
of becoming so, due to the acdic nature of the paper they were printed
on The deterioranion process, hastened by the lack of proper environ-
mental condition i libraries, meanr that as much as 80 percent of the
collections of the nanon's oldest, most prestigious libranes would be lost
if there were no intervention

Butin those relatively early days, presen ation was nor receving prionity
ateention from libran directors: At an ARL meeting in Chicago January
1972, him said there 1s the conunuing, gnawing conviction that
some hind of national preservation program 1s sull a valid, if unclear,
objective of research Libraries ™ As one reads those words nearly seventeen
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vears later, 1t1s not hard to guess within whom most of the gnawing was
oceurnng.

Jim Haas joined the CLR board in 1974 and became more involved in
the full range of preservatior: -ctivities supported by the Council, including
much of the carly research. In 1978, when he left Columbia University
to assum~ the CLR presidency, he emphasized rescarch programs that led
to the development of the necessary bibliographic capabulities to sustain
a nationwide coordinated preservation program, as well as programs aimed
at the cducatonal and managenal development of a new generation of
library leaders. At the same tume, in the wider university and rescarch
librany world, presen ation officers and departments were being established,
and preservation was coming of age as an important discipline within the
professton. Much of the focus, however, was on incorporating the rudi-
ments of disaster preparedness, climate control, and preserving local col-
lections, not on collaborative action

But Jim Haas had not forgotten the grander scheme, the collective
action part of presenation. It returned to prominence in 1981, with the
establishment of a preservauon task force within a joint project of the
Counal and the Assoctatuon of American Universities. The AAU/CLR
presenation effort—part of a broad based overview of the future of research
libraries and their tunctions — successfully reflected both (a) the conviction
that major hbran questions could not be addressed without the partici-
patuon of unnersiy adnumistrators who ulumartely would have to pay the
balls, and tb) the belief that the only possible solutions to library devel-
opment 1ssues stch as the brittle book problem were collaborative. The
process, largely due to Jim Haas's efforts, of rasing the consciousness of
thuse both within and outside the itbrary world had begun in carnest.

One of the conclustions of the preservation task force was a recommen
dation that as part of a test of potenual for cooperation, regional micro
filming facthues should be established. Following a 1984 proposal from
CLR, the Exyxon Education Foundation provided a significant grant to
establish what 1s now the Mid-Atlantic Preservation Service in Bethlehem,
Pennsvlvania, with a board comprising representatives from several aca
demuc mstitunions. Sigmificantly, the grane also provided funding to begin
planning for a navional preservation effort, and for the promouon of a
wider understanding of preservation issucs.

Microfilming the contents of deteriorated volumes 1s at the heart of the
retrospective part of presenvaton, Jim Haas also sought to continue the
proactive side of preservanion. $mnce most publishing was (and 1s sull)
occurnng on acrd paper, a pro .£Cuve response was to encourage the pro
duction and use of more aud-ree, alkaline paper. In 1979, he caused to
be created a Commuttee on Production Guidehnes for Buok Longeviry to
make recommendations about what could be done to provide more lasting
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printed matenals—especially the use of acid-free paper. The committec
encouraged the establishment of an American National Standards Institute
subcommittee that eventually formulated the current standard for acid-
frec paper, as well as the establishment at the Library of Congress of what
has now become its active National Preservation Program Office.

Concu rently, the AAU/CLR task force on preservation evolved into
a Committee on Preservation and Access, with several members of the
original task force becoming members of the Commirtee. At its first
mecting in 1984, the Committee, building on the discussions that had
gone before, made two fundamental decisions concerning the establish-
ment of an effectve natonal program: (1) access o what is preserved is
as important as the preservation of information itsclf, and (2) books would
reccive first prionty in planning for a nationwide program. Facile access
to preserved materials came to be secn as the radical part of the emerging
preservation plan, useful access capability would rest on the assumption
that only the intellectual contents of a book would be preserved. By
presenving 1ts contents on microfilm, a previously unusable deteriorated
volume could have new life 1n a vancety of formats and could be easily and
quickly accessible Making books the first prionty of a national preservation
plan was an equally important decision, based 1n part on the assumption
that of all media, books were the single largest source of the disappeanng
intellectual hentage of the nation.

Both of these decisions—along wath the prior notion of the necessity
ot a truly collaborative effort among lrbranes—provoked active contro-
versy, disagreement, and nervousness 1n the hbrary and academic worlds,
particularly when implementation of them imphed the percerved loss of
traditional local autonomy, the need for quick and decisive action on a
vartety of fronts simultancously, en -mous sums of money, and commut-
ment to a program that was not yet as clearly defined ay most librarians
wished 1t to be. Not to be daunted by possible problems, however, Jim
Haas continued to operate on his oft stated maxim that “the only way to
cat an clephant 1s one bite at a time.”

The culmination of the Commuttee’s deliberations vver eighteen months
was the publication in early 1986 of what became the blueprnnt for the
presenvation program, the document Brirtle Books. Included among 1es
recommendations was a call for the establishment of a Commussion on
Preservation and Access that would be funded by universities and foun-
dations, hire staff, and pursuc the work plans that had been outlined 1n
Brartle Books That body was subsequently created, with three Commuttee
members continuing as Commission members, including chairman Billy
Frye, vice president for academic affairs and provost, Emory University.
From Apnl 1986, when the newly constituted Commission first met, to
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the time of this writing, much has occurred at a pace that in retrospect
seems mildly dizzving.
The bricfest recication of those events would need to include:

o Jim Haas's successful solicitation of more than a million dollars in
funding commitments for the work of the Commission from a
vanety of important unwversitics and foundations;

« his inital direction of the Commussion's tasks;

o CLR support for an international conference of library directors
in Vienna on the subject of preservation, under the auspices of the
International Federation of Library Associations;

« creation, from concept to naticnal broadcast on public television,
of the award-winning “Slow Fires” preservation film, and its wide
distribution and usc in both film and vidcocassette formats;

o the hiring of first a program officer and then, in August of 1987,
the first president of the Commission, Patricia Battin; and

« mvolvement with Congress tn a process that led first to subcom-
mittee hearings and finally, in Scptember 1988, to approval by
Congress of a bill nearly tripling funding of the National Endow-
ment for the Humanieies' Office of Preservatton, which has emerged
as the financial and programmaric keystone of the nationwide pres-
ervation microfilming program.

The Briztle Books document envisioned the Commussion’s eventual n
dependent financral and legal status, although no date had been set or
imagined for such an event. However, with the efforts of both Jim Haas
and Pat Batun, the articles of mcorporation were signed on July 1, 1988,
and the Commussion became an independent nonprofit organization. For
this to have occurred in only a lieele more than two years was the happy
comncidence of a number of factors, not the least of which was the level
of commitment and moral support for the goals of the Commussion’s work
that had been inculcated by jim Haas’s cfforts over the vears in the
tfoundation, unnversity, and library communites. At the same time, those
funding and supporting the Commussion also realized that preservation
Wi an important emerging tssuc¢ in the cultural and intellecrual life of the
nation, congressional interest had been soundly established, the “Slow
Fires™ film had been widely seen and appreciated, and the library com
munity had endorsed the Commussion’s efforts to contnue to buiid a
nattonal program.

Perhaps the greatest significance of the presenvation and access program
as 1t has emerged n 1988 15 that 1t senves as a case study for model library
woperation For the first ume, there is dear evidence that a virtual national
ollection of preserved materials—widely accesstble to all—will be the resule
of the presenation program Jim Haas envistoned nearly two decades ago,
-nd which he has contnually worked to shape and form
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Thus, of the many things (hat Jim Haas has done dunn | nearly forty
vearsin hus chosen profession, preservation must rank as one Jf his greatest
and hardestwon successes. In making “thar honest effort”™ in preservation,
Jim Haas’s special leadership shalls came fully into play—in a manner not
 like cthat of a brokenield runner m the football of his college days.
Running through some obstacles, over and around others, speeding up,
slowmng down, taking the bumps, staying always wathin bounds, Jim Haas
has taken his behet i a nanonwide, collaborative preservarion program a
long way down the field The end resule of s efforts in preservation and
access wall have fundamental and far-reaching effects on the way rescarch
hibranes work for both libranan and user
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CHAPTER 6

Professional Library Education

Robert M. Hayes

The Vision

Throughout his carcer, Jim Haas has committed himself to excellence
n academic library management and has envisioned a level of professional
library education commensurate with that objective. The first documen-
tanon of those views was tn a paper prepared for the University of Chicago
conference 1973 and subsequently published in Library Qrarterly. In a

ey real sense, that carly paper set out the agenda for what became, under
lus direcuon, the program of the Counal on Library Resources with
respect to library education

The major emphasis of that paper—and, indeed, of the CLR program
under Jim's leadership—was on management of the university research
library and cven of the unnersity 1self. He saw the need for adopring
management principles as exemplified 1n the business world. Of course,
he recogmzed the problems in applying those methods in an academic
context, Jlustratung them by reference to Sol Linowitz’s commentary, “a
liberal arts education sn't a railroad.” Even considering those problems,
however, i that paper Jim strongly urged that library education should
prepare its graduates for management.

Jim believed chat the academice library manager should have the tools
needed to establish primany and durable objectives, clearly stated so as to
b understood by those who would benefie from them ard by those who
would carry them out He saw the need for a capability for imaginative
planning He saw the need for professtonal skills i converting plans into

Roberr M Hayes 15 Dean of the Graduate School of Library and informanon Science,
L mversity of Califorma, Los Anqgeles
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acuons. He saw the need for nsk-tak.ng, combined with an ability to
accept results that tell short of objectives and to move forward from them.

At that ume, of course, Jim was engaged in his own efforts to improve
rescarch library management at Columbia and even to establish the library
at a central position in management of the enrire range of nformation
resources within the university. Part of the effort was represented by the
study carned out under his administration that led to changes in man-
agement structure, centralization of information management, creation of
a planning office with mechanisms for p. !¢y development and refinement,
and a program of staff development.

The context at the umc was one of impending revolution in libraries
as automation became more and more a reality for them. Throughout the
country there were studies under way of the application of operations
rescarch methods (such as the mvestigations by Morse, Ackoff, Leim-
kuhler, ct al.) There were rescarch efforts supported by the National
Science Foundation, the Office of Education, and the Council on Library
Resources (CLR) The Office of University Library Management Studies
at the Assoctation of Research Libranes (ARL) established programs at
ARL meetings, with surveys of practices and tutonal sessions, as well as
a publication series, their Management Review and Analysis Program pro-
vided a speatic approach to participatory policy planning. All of these
activnies reflected increasing concern about a process for policy formula-
ton, methods of library planning and decision making, critena for eval-
uating <osts, changes n library organization, the means for involvenwat
of staff—all scon as necessary f the academice research Iibrary was to respond
to the changes that were occurning

Tlus context made the results of Jim's own efforts of far greater signif.
icance than stmply change a: Columbua 1tse)”. Those activities provided a
clear idenufication of the skills and knowledge required by such efforts.
They hughhghted the need for library education, especially in the accredited
hibran schools, to respond to those needs. The implicaticas were evident.
libran education should provide a better understanding of “good man-
agement” and should graduate more indniduals trained for management.
It should set the stage for the changes that were to come—rthe “managenal
revolu son™ as Jim characterized 11 Jim believed that professional library
cducanon should provide.

o knowledge of the research hibrary, comprehension of research Ii-
brary goals, and an ability to relate the research Iibrary to nsttu-
uonal performance;

e a capaary to apply management methods, an understanding of
management techniques, and the abiliry to use new tools, including
computers, for effectuve management;
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o 2 capacity to view roles broadly, combined with the ability to deal
with staff imianons and with the behavior of individuals in the
organization;

 knowledge of the pnnciples of accounting, cost analysts and cost
reduction, and budgeung;

o the ability to deal with change, especially with respect to under-
star.ding the effects of new technologes, and to plan for the future;
and

+ skill with mathemancal tools and an abiliey to understand and apply
rescarch resules.

In all of this, Jim avorded commenting on who was to teach, whar they
were to teach, and how they should teach. But he did visuahize a core of
courses covenng three central topics (1) the meaning of “information,”
ind! ading idenufiing and evaluating the reasons for producing it, acquinng
is records, and descnbing and organizing those records; (2) hibranes as
organizations, covenng the purpose of management and a heory of ser-
vice, and (3) hbraries as parts of the larger society, including thei: role 1
scholarship and science, the external factors affecung that role, and the
changes vccurnng insoctety and sousetal relattonships He concluded wach
a comment on the possible relanonship between rescarch libranes and
librarv schools

My fantasy would see cach professional school that offers a speaialey
in management establish formal nies with a group of perhaps five to
ten rescarch hibranes for the purpose of capitalizing on library staff
evperuise tor instructtonal purposes in ways that mighe benefic the
schools and sull be funcuonally realisuc for ibranes. These ties would
also open new wavs for cooperative imestigation of imporrant topics
and nught help promote applicarion of research finding: to opera-
nons The interactions of academic and operating expertise would
broaden teaching and research honzons, and the ways would be
opened for development of a formal rescarch hbran internshup pro
gram for librarv school graduates.

That fantasy senved as a guding prinaple in Jim'’s subsequent approach
to tostening impron =d education tor the professronat academic Iibrary man
ager, as embodied in the prog.ams of the Counal on Library Resources

Eventoday, it s2nves as a bluepnnt for the furare. In face, as we examine
the potenual ruture dircenions, not only of CLR programs but of library
education, that fantasy will become an objectne of wcreasing importance
and value.
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The Means

How does or 2 bring a vision to realiry? Jim has had to work primaniy
through others, given the nature of the task an J of his own responsibihitics.
However, 1n onc respect ar least, Iim has tacen an overt role. He has
written and spoken sucanctly 1n idenufying important themes, which are
summarized below His views have been crystal clear, consistent, and
vigorously presented. The Library Quarterly arucle has been described
above as the basis for the vision. In later papers, partcularl in CI R annual
reports, thar vision was amplificd, deepened, and made more concrete
with respect to specific problems in library management.

Progress in improving hbrary educanion, though, realty must lie wich
others—lit-any educators, hibrary adminustrators, professional societies for
both libramans and acadencs, ared university administrazors. They must
se2 the vision and find the mewns within their own agendas o bring 1t to
reality. To that objective. then, Jim has broughe a great variery of mech-
anisms for discussion and persuasion.

Central among those mechamisms are commuttees. They have been a
primary tool by which the Counal has determined 1ts programs during
the pertod of Jim’s leadership But they have a much wider role as amphfiers
of Jim’s vision and as a means for mvolving others i giving substance to
that visior: The PETREL (Professional Educanon and Training for Xe-
scarch Librananship) Comnuttee, n particular, was established by Jim 1n
the carly 1980s to toster the development of CLR’s programs in the areas
of research and ecucaton

Formal conferences are a second mechanism used by Jim to accomphsh
objectves, to idenufy means, and to obtam consensus on how best to
proceed  The wo Fronuers Conferences held under the sponsorship of
the PETREL Commurtee focused on educanonat objectives The first,
hosted by UCLA at s Lake Arrowhead Conference Ceater m 1981,
brought together hibran educators and academie libran admuniserators.
Surprisingly, 1t seems that it was the first ume there had been forma
discussion of the murual interests of those two groups Subsequenthy, and
as a direct consequence of that conference, there were extended discusstons
a part of relevant professional socety meenngs  Lhe second Fronuers
Corference, held at the Unnerary of Britsh Columbra in 1983, follow ed
up on the first by focusing attention on issues related to hibrany automation.

Perhaps the most effectve means nvathble to Jim for influenang others
s face to-face, one on one personal discussion It 1s on such occastons that
Jim aan best exate the magmanon of those who, to whatever degree,
share his visslon The nterchange of 1deas, the tesung and adapration of
hvpotheses, the idenuticanon of means and pre grams by which objectves
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«an be accomplished, the postine teedback, the exploranon of problems
and alternatn es—what intellectual snmulus even a bnet discussion gves!

Of course, supporting fum'’s objectives 1 all of these methods, whether
commuiteees, conferences, or discussions, 1s the fact that there are finanaal
resources avatlable to bring the viston doser to realizanon The actnvinies
of comnutrees are funded by the Councl, the conterences that fall within
the scope of the progran can be tunded. the 1deas that result i suitable
projects an be funded Tha- funding has come because Jim has been able
to present his vision to persons who can commut resourees to important
objeaanes Those persons are not ean to comvinee They respond not to
rhetortc but to dear evidence of souetal needs, power of intellect, dem-
omstrated commirment, and the abilin to mobihize other resources

It s important to note, however, that the mere avalabilin of tunding
1s sumply not sutfictent in and ot itselt” It can provide the means tor support
but not the means tor accomplishnient Accomplishment of Jim® objec-
s has absoluteh depended upon his efforts to motnate people, to lead
them to take the challenges he has presented., and to make them succeed
That has been his great contnbunion

Indeed. it there 1s amvthing that has been etfectne in develop:ng hibran
cducanton through the support of the Counal on Libran Resources, 1t
has been the example set by Jim and his visson Tt challenges others 1o
toflow that cxample

The Themes

At the first Fronners Conterence, Jim commented that

Once of the kev ssues thevve had to tace s the nedd 1o think
through the protession ot hbraransbip selt T m tacr the ground
rules are changing—mrellectuallv . cconomically, techmeallh —what
kind oot people are required o exert leadership over the coming vears?
We deaded the ume was nght to examine the process ot hibran
cducanion as well as the nature of ©f ¢ “otession 1selt

In the papers im has written, whether or not thay evphathy deal with
hibrane education as such, thare are contimuing themes that provide depth
tor the viston he has and that have implications tor librane protessional
cducation To a large extent, those themes were embodied 1in the goals
of PETRFI  As the dmng torce behind that comnuttee, Jim largeh
determined those go s

e to reeruit the best and Uochitese o the protession ot academi
hbrananship and to provide tham with a ngorous and stmulating,

baste protesaonal education,
Q 8 ,
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¢ to 1denufy current hbranans with promise for professional leader-
ship and provide them with exceptional opportuminies for traiming,

e to focus attention on fundamental 1ssues facaing research libranes,

s to rase the auahry of research,

¢ 0 promote communicanion beeween pracninioners and educators,

¢ to mfluence the content and structure of professional education
tor rescarch hibrananship; and

s to press for improvement m hbrarv management

These goals will senve as the basis for evaluanion as we review the accom-
phshments

Underlving those themes speafic to educarion are the broader ones that
retlect the contees in which academsc ibran management occurs—w hat
Jim called “the new hbrarv ccology ™

+ operanonal problems  sheer size of collections, nsing costs of labor
and matenials, and applications of new technologies,

o interdependence among hbranes for the shaning of resources, the
need for governance of cooperatne enterprises, and the associated
costs of cooperation;

« the opportumties—and costs—tor new means for bibliographic
control and orgamization, avording redundant efforts, cumbersome
procedures. and excessive complevry.,

o new means for collection control, complicated by increasing prob-
lemis with the physical condition of collections,

« changing pat *rns of statf composition and therr effects on quahn
:nd scope of senices, and

o the changes occurring in scholarh communication, the resuleing
new and higher expectations of users. and the necessany effects on
acquisiion pohicies

Jim tele that these 1sues toree an intense and comprehensive review of
the way research hibraries work, both individually ana rogether They imph
rhe tormulation of new pohaes that should imohe hbranans, taculn,
adminstration, trustees. and students The result 1s new demands—intel-
lectual, financal. and organizational—onr hibran management

The Accomplishments

In the form of speattic programs. much has been accomplished 1n the
wav of reaizing Jim's vision It 1s usetul to sce them n 4 progression
across the niprcal career paths of Iibrarians as they move nto and through
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the MLS 1eself, then :nto protessional practice, and finally to pos= of
stecadily increasing responsibihity.

First, and in some respects most fundamental—it Jim's objective of
atrracung “the best and the brightest™ 1s really to be achieved—are efforts
at recrutment to the field, to the MLS, and to academic librarianship
Wich that aim, programs have been sponsored ar Columbia University
and the Unnersiny of Michigan (with emphasis on potenual for leadership),
at Yale Unnersiny (1o recrst undergraduares), ar Rutgers University and
Atanta Unnversiny (with an emphasis on sacnusts and engineers); and at
Lowssiara State ['niersiny (with an emphasis on computer science). They
are all relatnely recent and usuallh 1n the context of some curnicular
objective

In parucular, duning the past several year . CLR has sponsored exper-
iments at 2 number of libran schools to modify, enhance, expand, and
improve then MLS programs, especially as they may relate to needs in
academic ibrane management ARL has served as an aid to CLR by con-
ducting Insututes for Libran Educators un 1984, 1986, and 1988 to
assist 1 idenufiing areas in which development may be feasible. And,
whether as a result of those institutes or of the more specitic interests of
Library schoc s, expenments in curricular development have been made at
the tollowing msarunions

Unnersty of Alabama emodules on hibrary management)

Arlanta Unnersity (scence hbrananship)

Case Western Resene University tinformation saence curniculum

Unnersity of Chicago (hibrary automation)

Unnerany of Denver ceruticate in academic research librananship;

Induana Unineran contunuing education tor rescarch hbrananship,

Kent State Unnersiny (an extended MLS program)

Lowsiana State Unnersity (hbrary systems analysts)

North Carolina C.ntral Ulniversity (informatnion science’

Unnersity of Oklahoma (resource management)

Rutgers Universiny (science and engineenng hibrananship:

SUNY-Buthilo racademic research librananship)

Unnersinn of Tennessee urdergraduate program in information su
enee)

Unnersity of Calfornia, Los Angeles 1coordinated degree with Fine
Ar)

Unneran of Wisconsin Madson (program in research methods)

It 1s too soon to evaluate the impace the-c efforts have had. eicher at tne
institutions themsehes or more generally i hbrany educanion Overali,
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however, it must be said chat the success has been, at best, mixed in both
respects.

The Council has sponsored post-MLS internship programs n academic
librartes for recent library school graduates. Once is a multi-institutional
program, centered at the University of Chicago and including North-
western University and he University of Illinois at Chicago; others are
at Columbia Unwersity, the University of Georgia, the University of
Michigan, and the University of Missoun-Columbia. The success of these
programs has vet to be determined, but at the least they provide significant
means for breaking out of the srraitjacket of the “one calendar vear” so
tvpral of MLS programs.

A quite different kind of internshup 1s represented by the CLR Academic
Library Management Intern Program, in which fifry ibranans participated
during the penod from 1974 through 1988. In much the same pattern,
CLR managed for the National Library of Medicine a similar mtern pro-
gramin health saences libraries, nvolving nine interns from 1978 through
1980 Such inzernships provide opportunitics for Iibrarians already well
established 1n their ca eers to gan operaung expertence with a mentor, a
director of an academic (or medical ) library, by participatng directly
management acavities and 0 research projects, while pursuing cxtensive
selfinstruction The resubt 15 a cadre of w cll-prepared managers now work-
g n a range of academic libraries as well as 1 other conreses important
to the ficd Thic program surels 1s one of the successes of CLR spon-
sorship

Moving further on i carcer pachs, we can refer to CLR cfforts, with
ARL and the Assocuatnion of College and Rescarch Librartes, to tramn a
number of hbramans to senve as specaalists m areas of Importance 0 aca-
demic hbranies: The um was to develop a corps ot well-traned consultants
m mstriuctonal methods, management, collection dey clopment, and com-
pu..r applications

The Faculey: Libranan Cooperatne Research program, although osten-
stbh focused on rescarch, has evident implications for protessional edu-
catonand personal development Each vear, CLR has funded on the order
of thirn to forty projeces, in which professional ibrarians work wath faculry
from a range ot disciplines to invesngate relarn cly narrow areas ot rescarch
The resules for the hibranan participants must be an mvaluable evperience,
a real addmon to therr shills both 2 professtonals and as managers

The Semor Fellow Program, now conducted bannually ar UCLA,
provedes anopportuniey for academic librartans w ho have reached positions
ot myor responsibilin to work together 1n analvzing sigmificant current
issucs i management, within the conteae of both formal course work and
mtormal discussion To date, 1n the four times the program has been held,
a total of fitev-cight semor hbrarans have partcipated  The objectives are
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both to assist them indniduaiiy, in leadership i therr own libranes and
mn rurthering of ther careers, and to estabhish a sense of community and
wnimon purpose among them The tormer objective has been well mer,
as just a casual review of their professional progiess demonstrates. The
latrer objective has been met to an even greater degree, and the group
now represents a resource of incalculable value for future planning.

All i all, at least as far as the development and advancement of indi-
viduals 1s concerned, much has been accomplished. In that respect, the
Counul on Libran Resources under Jim's direction has continued and
:mproved the historic pattern of support for library education by assisting
individuals.

But it must be sard that in the larger arena of library education, hrtle
has been accompiished m the way of fundamental change, despite several
projects aimed at curricular development Library schools 1n general have
MLS programs of onlv one calendar vear, which simply 15 not e¢nough
ume to provide adequate coverage of the tols for management, to provide
for extensi ¢ internships, and to provide opportunities for research. Libran
schools in general have set requirements for admusston that do not demand
sklls 1n mathemancs oo i the techinical bases for management. Libran
schools i general are small, wita few students and few faculty. Library
schools in general sull have curricula that focus on aspects of professional
practice 1ather than on the broader ssues in management and 1n societal
and mstitutional environments

The Future

e program ot the Councl on Libran Resources 1 the area of edu-
aton Jdearh will contnue tor vears, even decades, to come The mo-
mentum created by Jim Haas's own commutment assures that Most
reecenth, he presented hus program for the future in “The Councl on
[ibran Resources The Fourth Decade ™ Tts two major elements both
tocus on ibrany education, the first by dealing with research, a topic central
to hibran education in the unn ersin, and the second by dealing expheth
with ibrarv educanon

Program I, Rescarch on Library Management and Operations, will con-
unue the pattern of deep imolement of CLR in sssues of primary 1m
portance to the future ot academic research hbraries A new Research
Libran Commuttee has been formed to provide guidanee in denufyving
the cnueal problems  Bur the agenda already clearh sets the prionities,
and they are focused on problems of management—new orgamizanonal
and stathing structures, new management skills, and improved cfficiency

Program 11, Libraranship and Professional Education, then turns to
the means by whicli cduaation tor s field can be changed and improved
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As Jim pornts out n presenung the program, *. . . the influence of CLR
efforts on professional education have been subtle at best, in part because
the scale of the Coundil’s involvement has been insufficient.”

Of course, there 1s still a need to continue the past pattern, with its
focus ont individuals and especially on those with proven records of per-
formance. There is still a need to ensure that those individuals are given
every opportunity to build on thetr own successes. This need will be met
by continuation of established programs of demonstrated effectiveness—
the Cooperative Research Program. the Academic Librarv Management
Intern Program, and the Senior Fellows Program. Other efforts in con-
unuing education surely will be niciated, tested, and evaluated for therr
possible contribution in the future.

But the real emphasis in this Program II 1s on the task of bringing
professional education to the level of excellence commensurate with the
task of "fuchng the future with the women and men of quality required
to do the job ™ Improvement absolutely requires enrichment of the quality
of programs for professional preparation—therr academic foundation, their
faculties, and thair curricula.

To that end, Jim 1s forming a committee on information studies to
provide guidance and a sounding board for the 1deas that will be the basis
for tmprovement With the commutment of energies and resources imphed
bv this program, one can hope for the vision of excellence to become a
ceahty

It s worthwhile to conclude by rerurning to the statement of that vision
as presented n the article in Library Quarterly in 1973, Jim ended 1e with
a verv speatic fantasy. one of partnership between library schools and
academic research libraries. The ume finally may be nighe for that fantasy
to be realized Visualize such a partnership analogous to that berween
schools of medicine and teaching hospieals. Visualize a curniculum 1n which
the schools consciously focus on the basic science, the theory, and the
academic research, while the “teaching iibrany™ focuses on 1nstruction
professional practice, on experience through witcrnship, and on applied
rescarch Visualize facultes consisting of apporntments of both full-ttme
academic and part-ume “chinical” staft, the latter being filled by practicing
protesstonals 1n the teaching libraries

The tantasy Jim Haas had fitteen veors ag 1 wichin our grasp todav!
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CHAPTER 7

The Foundation Connection

James M. Morris

There s a fine Latin adjective—"capax”"—w hose array of meanings comes
immeduately to nund when 1 think about Jim Haas. Jim himself wall speak
repeatedly of the “capacity” to achieve certain goals, particularly of the
capactty to manage change, so 1t s easy enough to fix on that sense of
the word But there are several senses richer sull good at, fitted to, wide,
large, spactous How entirely appropr:-te the words are to describe Jim's
own cnergies and interests and characrer, Tus slant on the world, s
dedicanon to his profession.

I came to know Jim n the nud-1970s, when I had been but a short
ume at the Andrew W. Mcllon Foundation. During his term as president
of the ¥undation in the carly 1970s, Nathan Pusey had established 1ts
meerest in tescarch hbraries John E. Sawver, whe succeeded Mr. Pusey
i June 1975, was conviseed that the comnutment of the Foundation to
the field should endure and grow  Though the newest member of the
statl, Twas given the libran porttolio Jack thought, no doubt, that having
just et a umiversiey [ was the one to have used a library most recently.

But like most faculty members i those days, 1 knew nothing of the
impact rechnology was beginning to have on hibrary operations. T was
content to go from the card catalog to the classcs collecnions (which
already showed the ravages of unhappy storage condtions and potsoned
paper ) with never a thought tor sophisticated means of aceess or a coneern
for what was gomg on belund the scenes T was ten vears at a university
without knowing the prease location of the unnersiy braran’s oftice
At the foundation 1 would begin to learn all too much about what was

James M Moy o Promam Dnector fo Higher Edwation ar the Andvew W Mellon
Foundation
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gomng on behind the scenes 1 now know the location of niany hibranans'
offices, but T can ro longer give directions to the book stacks.

The acronyms confounded me mitially. Jack S»wyer and 1 would hand
them back and forth in memos to one anothe 5 gingerly as if they had
thorns, and mvariably we transposed a few. 1ne letcers 1 gor to know
first, and to speak like a mantra, stood for Research Libraries Group. RLG,
to whosce establishment the Foundation had contributed in 1974, struck
me at the time as 2 kind of fledgling, storefront enterprise. (Its glory days
in tratlers—though Sanford tralers—were still ahc~d.) It was in the RLG
file chat I first came upon the name of %warren J. Haas.

As the University Libranan of Columbia, one of the four founding
members of RLG, Mr. Haas had wrteen a letter of thanks n July 1974
tor the Founaanon’s support of the enterprise. The tasks he sets for RLG
in the detter are the following: “recasting rescarch library operations, im-
proving the cffectiveness of mnterlibrary relationships, and influencing the
nature of the processes of research and scholarship.™ He concedes they
are "awesome tasks™ and acknow ledges “the hazards inherent in this ven-
ture,” but he shows not the ieast mnclmation to flinch or be deterred.
There could not have been a more apt or precisely res caling introduction
to the man

At subsequent meetings about the role and mission and, especially, the
future of RLG and ot rescarch Iibraries generally, 1 found myself hstening
with increasing attentiveness and admuration to the comments of the
Columbra Unnversity hbranan Here 15 a wise and temperate voice, 1
thought—one part Jeremiah, 1une parts Solomon. He can make the grand
est dream sound practical (dreamed i black and white, if necessary, to
keep down the costy, and he gives a sharper contour to even the cloudiest
VIsion

Over time, Jim and 1 occame friends, though at what pornt the profes-
stonal assoctatton passed to friendship T cannot recall. The files of the
Foundation hold a letter of May 1976 from Jim. Its satutation 1s “Dear
Jack,™ bue the test refers several times to “Mr Morns ™ The addressee,
however—the prestdent of the Foundation—is a pleasing hybrid, *James
Sawver "

Of far more signuicance mn that leteer, which has to do with msututional
needs at Columbia attendant upon the emergence of RLG, are recurrent
phrases that define the expansive mtellectual approach so characteristic of
Jim He speaks of developing “a capacity for change at Columbra,” o
sceking “to improve our capaaity to make change n library operations on
areasonable schedule,™ and of wanting *to maintan our capacity to support
rescarch without simultancously requiring the kind of expenditure esca-
lation we have seen over the last decade.™ And he foresees that cach librany
m the countny will have to rethink 1ts own program *in the context of
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new nanonal capacities.” In retrospect, 1t was clear that there would be
no confiming Jim to Mormngside Heights.

The second set of library-world initials I learned was CLR—not to be
confused, Jack and 1 would remind cach other, with CRL, the Center for
Research Libranes. (We would usually append to cach acronym the ap-
propnate clanfying noun—"the Council” or “the Center”—defeating ti
point of the shorthand but forestalling conversational chaos.) We learned
the 1impressive history of what CLR (“the Council™) had accomplished
with some tv znty vears of support from the Ford Foundation. We heard
too that Ford was reluctant to continue as its sole supporter and that Fred
Cole was planning. ro retire as 1ts presidenc. Tic fastimony was over-
whelming that, with sustaned strong leadership, the Council had a furure
at least as bright as 1ts past. No other organization was fit to assume 1ts
rule. The task, then, became to enhist new sources of foundation support
and to idenufy a successor to Mr. Cole who would be able to extend the
achievement of the Counal. As Harold Howe of the Ford Foundation
wrote to Jack Sawver at the ume, “Yt may be possible to get an absolutely
first-rate successor to Fred Cole .f there 1s a reasonably clear picture about
support for the tuture "

Jack Sawver was prepared to recommenc. to the Trustees of the Mellon
Foundation substantial support for CLR 1n 1976 1 he could reassure them
about 1ts leaderslup. He had come to have immensc respect for Jim Haas
in the few vears he had known him, and he was not alone in thinking
that Jim’s quahities of savvy, shrewdness, battle-weanness, and enthusiasm
would be 1deally suited to the presidency. Nor, T suspect, was he alone
in wrmng his powers of persuasion on Jim and urgang him to think aboct
leaving Cotumbia fo. the Council, where he would have a forum for casy
address to the navional Lbrany commumity and 2 platform for recruiting
others to causes about which his own beliefs were passionate and long:
standing Let me leave Jim there for the moment, wresthng with his
decision, and make my way back to him by another route

In 1975, Richard Sullivan of the Camegie Corporation of New York
(who was soon to b:eome 1ts treasurer) first convened a group of foun
dation representatnves to discuss the needs of research hibranes. The mecet-
mgs eventually becamie a happy tradition. (In face, these mecungs of what
became known as the Foundation Library Committee occur sull, though
less trequently than they once did—evidence, 1 fear, of a regrettable dim
mutton of interest among toundations 1n research hbranes.) I attended
my first such mecting in the spring of 1976, wath Jack Sawyer and with
staff members from Carnegie, Ford, the Lilly Endowment, the Rockefeller
Foundaton, and the Alfred P. Sloan Foundation. Present as well were
Fred Cole (CLR), John McDonald (Association of Rescarch Libraries),
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James Skipper (RLG), Douglas Broant (Hanard Universinv), and Warren
] Haas (Columbia University)

Those were busthng and mreresting nmes for libranes, and the meeting
was evrraordinarily mstructine—as have been so niany subsequent meetings
over the years of this group, whose membership mevirably changed even
as 1t grew by both mviration and petinon Issues of genuine import
crowded cach agenda, and the individuals who visited the group regularly
to mnform and educate the foundations compelled atrention.

Meetings of the Comnutree have been an effective and economical way
of educanng a range of foundations and of gauging therr likely degree of
nrerest i supporting parttcular projecrs It was Dick Sullivan’s achieve-
ment to have launched the Commureee, and 1t 1s Jim's to have kept e viral
after Pick’s death T wonder whether the libran commumty understands
how much support that might have gone elsew here has come ro 1t 1n the
course of the past decade or so because, carly on, Jim caughr and focused
the arrennion of some portion of the Commurtee.

In sertings trom the Libran of Congress to foundation offices to uni-
versiy research hibraries, the Commurree has had described to 1t the Bib-
hographic Senvice Deve pment Program, the Nanonal Penodicals Center,
rerrospective comversion, a panoph of rechnologaaal developments and
thar consequences for hibranies, the need to transform the professional
cducanion of sescarch hbranans, a substanme and progressive research
agenda for hbranans, a nanonal presenanon plan, and a wampargn to
develop and publicize standards for paper and bindings that will endure
And the st s incomplere

Tocach ofthe sesstons, Jim mv,red gueses with the professional expernise
to speak knowledgeablh and the disposition to speak candidly - Nor all
topes were of equal interest to mdinadual members of the group, bur the
meenngs gave participants an opporruniy otherwise unavatlable ro ger a
sense of the research ibran rerram—and of the dragons hving i wair m
caves just below the surfice: They were seminars arwhich one could speak
frechv or slouch dovea i silence, withour worning about a grade.

Of course, some of those who attended—and some who deaded they
had best not artend—could nor help bur wonder whether the bill for a
runa fish sandwich and some ginger ale muight eventually run ro several
hundred thousand dollars One digeses with difficulry under the areum-
stanices Apprehensne parnapants needed reassurance thae arrendance did
not leave them open to subsequent avihized plundering And, i truth,
the pressure, 1f 1t was ever more than imag. i, could be brushed astde
as lightly as anv gnat

One of the grear attracions of the Foundation Libran Commutree 1
the opportumty it gaves not juse for professtonal exchange b for informal
soctal mteraciion among foundanton staft members—a group of indimduals
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v he share certain nterests but who work at such 3 remove from one
another (the distance having hittle to do with geography) that chey rarely
come close enough to ~wave They seldom collide, and they collude more
rarely sull

What Jim said at that 1976 session and at later gathenngs of the Com-
muttee, and 1 reports and leteers and conversanons, had convinced Jacl
Sawver that he was the man to trust with the future of the Counal on
Library Resources—a sane and sensible Ahab for the profession, deter-
mined to chase down 1ts clusive dem<ns but smart enough at the cninical
moment 1o keep free of the ensnaning hne 1 do not know how much
coang 't took to win Jim to the 1dea, but he had given 1n long before
he was clected at the November 1977 meenng of the Couneil to succeed
Fred Cole on January 1, 1978

Shortly after he assumed the presidency of CLR, Iim visited the Foun
davon. It was the first of many such visits over the years, but I am
astomshed sull by the ambinon of thart carly agenda. Were we once so
inocent and unflappable® Was the world then so open to possibiliry? My
notes show that we spoke first of the need to create 3 nanonal onhine
bibliographic system (This was to be the goal of the remarkably successtul
Bibliographic Service Development Program of the Counal, conducted
over a period of many vears and with support from a group of foundanons )
From the bibliographic project we turned to plans for a nanonal periodicals
center—a resource for which Jim and many others worked vigoroushy in
thow wears, tnng to persuade vanous sheptical or resisrant or downnght
hosule groups of the wisdom and workabihine of the concept, and 1o ralhy
the svmpathene bur fanthearted

The natural progress of the dav's conversation led neat to speculation
about a natonal lending hbran, to be governed perhaps by a national
Iibrany board (Do traces vet hinger of the high anven that ammated later
discussions of that phantom “navonal beard,”™ which was treated as 1if 1t
were 3 small nudear device?) The morning’s session was gaining, steam
Jim desanbed plans to hift the level of professional trainmg and educanion
for research librarans —indedd, to transform thar education if possible
He spohe as well of an Assoaation of Research Libraries project to tran
a small army of consultants to work with smaller ibranes around the
country and improve the effectiveness of their operations. At the bortom
ot my notes 1s an madental reference to “work with U' S Japan Friendship
Comnussion for Japanese bibhographers ™ it 1s entirely crvptic now, but
I am certain 1t was, on that memorable day, matter-of factly luad and an
appropriate coda to what had come before

Ou sont les agenda d'antan, ¢h?® And yer the question 1s not entirelv
fair because as I consult notes on other conversations with Jim down the
vears, 1 find no constriction of imagination or dimming of vision Quite
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the contran No sesston was complete unless jim proposed at least one
unachievable goal, toward which work was to begin the neat day.

There are those who take a kind of self-indulgent satisfaction 1n con-
templating the 1deal and taking s remotencss as a justfization for m-
mobihity. Not Jim, whose immediate mnstince 1s to 1dentify people who
can sprint the distance. Among the many traies I have come to admire
over the vears i this wise, generous, and utterly dedicaied man is his
abihry to (or, perhaps betrer, his mabihty nof to) nvest each problem,
cach opportunity, with a distnctly human face Who needs to be involved?
Who nceds to be informed? Who can contribute experuse? Who can
contribute dollars® “I've spoken to A" and “I've enlisted B” and “I'm
thinking of calling C™ and “Who sh !d be D through Z:"

Think of cach goal n terms of people—people who can be raughe,
encouraged, momated, po suaded, stirred to achievement. And gradually,
what had scemed a distance impossible to close, across a landscape as alhien
as the moon’s, 1s crisscrossed by a freeway or two—and the 1deal 1s just
three eas ahead

A small group of unnersity presidents met at the Mellon Foundation
in July 1988 (0 discuss hugher education and the common needs of research
unnensities: The conversanion turned eventually to the cost of maintaining
rescarch hbrartes, and the word “penodicals”™ seemed to come simulea-
neoushy to the fips of cah member of the group. The word hung 1n the
arr—in capiaal letters traled not just by an exclamation poine bur by a
train of those funious typographical symbols that suggest what 1s otherwise
unprntable As th.. president pondered and fretted, they hie upon the
notion of establshing somev here i the country a central facthry that
nught collect penodicals—parnicularly costly and heele used penodicals—
and make them avarlable in some form for a reasonable charge to mst-
tutions around the country - Surely technoiogy 1s up to the task, ard
magine the consequences for hibrany budgers They thoaghe the Foun
datton should encourage and support such a facthny, and urge others to
do the <ame

As they spoke with mountag enthusiasta of the 1dea tpon which they
had stumbled serendipitously, 1 recalled the elaborate plans a decade ago
to establish a Nauonal I eriodicals Center—the excended debate, the effort
at reason and conalrate a i which Jim Haas was so ceatral a figure. 1
traced for the presidents the brief trajectory of the imagined Center, ana
they seemed puzzled Why did such a good 1dea not succeed, they won-
dercd Why indeed, T thought Was the idea simply ahead of 1ts ume, and
i this, as i much else, have others begu- to catch up with Jim Haas?
Or rather, not quite catch up For he has moved manv steps ahead of
them n the intenm— to places where, a decade hence, they wall perhaps
find ther way




CHAPTER 8

The Art of International
Librarianship: The CLR-IFLA
Style

Herman Liebaers
Margreet Wijnstroom

Warren J. Haas—ltke Verner Clapp and Fred Cole, the previous pres-
idents of the Counal on Library Resources—has brought his own personal
mnterest and commutment to the cause of international library cooperation,
all three presidents have contributed therr different and salutary ways of
looking at global library 1ssucs. In serving as co-auchors of this chaprer,
we hope to reflect one of the most rewarding features of international
hibrarianship cooperation in friendship Knowing that Jim H:as festers
that same fecling, we requested the pnvilege of wnting this tnbute to-
gether

Othier papers n this Festschnft undoubtedly will describe in more detail
the speafic character traits of Jim Haas and his many achievements. From
therr internanional vantage point, the authors can only dwell on some
features that become clearer when observed from a distance.

An inevitable question posed by non-Americans when meeting an Amer
wcan 1s, *Is he or she a typrcal American?™ Most Europeans (it must be
stated with regret) hold a menolithic view of Amencans The superficialiry
of this view 1s made clear by companng the three presidents of CLR.
vhose who have knovwn them all will have senous doubts abourt the

Herman Liebaers 15 a former durector of the Roval Library, Belgium, and a member of
the board of Direcsors, Counci! on Library Resourves.

Margreet Wipnstroom 1s the former Secretary General, In:.rmational Federation of Library
Assocranons and Institutions
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charactenstics of a nvprcal Amencar: The obvious answer emerges when
uing to characterize the typicd European. differences will always remain.

This being said, 1t cannot be denied that in dealing with CLR a number
of tundamental differences berween the U.S. and Europe become apparent,
and constantly must be kept in mind. This fact 2nnlies even to the authon
although 11 may be added that theyv both consider themselves to be Eu-
ropeans with a truly internattonal expenence and out’ . 3

So. who then 1s the Amencan Haas? A man of substance, who blends
wisdom and modesty. senousness and lightheartedness. This profile stands
with him n all his endeavors, and will appear no doubt as variations on
the same theme 1n other chapters However, let us confine ourselves 2
moment to the ficld of nternaconal libra~ affairs. Jim Haas's style 1s far
r.mote from the French rhetone. Nothing 1s achieved just because it 1s
beaattully smd On the contran, Jim relies on the facts and figures re-
sulting from associative reasoning, from sensible discussion and arguren-
tatron, and most of all from a shared trust.

Nor s he guiley of Bnush .nsulanty He 1s allergic to borders and looks
askance at those who tend to withdraw 1nto their own chenshed castles.
And, to take a shy dig at the Dutch. too—1n order to save the feclings of
any Freach and Brush readers'—his talk or wnung will never sound
“double Dutch.” although his name may suggest a Dutch ongin.

A caretul histener, he does not simph pretend to consider the optnions
of uthers I this respect his procedure may be called transparent. He
behaves as an equal among cquals, while others make him primus inter
pares. Constantly reviewing the state of the art, he quickly spots problems
and tentemvely consults friends and colleagues regarding therr solution.
He then proceeds on a cou - to effect needed changes or improvements.

[n this content. 1t ts goo.. o dwell for a moment on his conception of
a colleague The term “colleague™ 15 used less in the U'S. than n Europe,
and the term e ™ more  Colleague and frend stard 1n a ditferent
relation In Europe, colleague has a more specfic Corporate connotation,
without necessartly gomng as far as the poputlar saving at the untversity of
Hadclberg, “God invented the prowessor, while the devil discovered the
colleague ™ The French “cher amu™ 1s so much used that it has lost any
sense of kindredness With the profile in mind of the American to whom
these dnes are offered, onc 1s tempred 10 s.. .hat a fiend 1s a colleague
who shares a similar wtarude toward the basic vatues of life, but whose
field of activiy does not necessanly coincrde with or~'s own. A common
denomunator such as “<cholarly communicatnion”™ zlows Jim Haas to uvsc
the same language whether he speaks to a university administrator, pub-
lisher, teacher, CLR Board member, or CLR staff member. In cach of
them he < a representatve of orgamzatonal structures, but the indi-
vidual comes first
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Returning to his manner 1n dealing with a plan, a topic, or a problem,
the second stage in his procedure normally 1s to surround himself wit? .
small, informal group of qualified advisors, who help him to formulate
his basi thinking in a first draft that 1s no more than a provocative handout
to a wider arcle. Further consultatton results 1n a revised draft—sull a
rentatne stateracnt—which thereafter 1s put before the CLR Board. An
eveellent enample 1s the recent program on preservation and conservation,
which never could have been implemented without the support of the
scholarly community.

It 1s also npical of Jim Haas's response to specitic problems, such as
the “br.ttle books™ problem, that after a careful drafting of a program _t
action he secks and finds an independent implementauen— ‘or instance,
the setung up of a new Commission on Preservatic. and Access. As this
important program was brought to the active consideration of the world
at large, IFLA w as fortuuare 1o be chosen as one of the structured chanrels
for rasing awzredess and jomning forees nternationally. Examples, of pos-
sibie programs still under consideration are the academic background of
:ntormation studies and educ=ton for international librananship.

Is im Haas’s way of working in the international environment really
s exeeptional, or s it just a retlection of his nurmal domestic procecdings?
Both hvpotheses are valid Borders, whether they are political, professional,
educanonal, ur geographical. tend to lose therr sharp edges in the products
of his mind by virtue of the pe-ceptive way 1in which he proceeds.

The distinction between nattonal and international, between Amencan
and non-Amencan, s tading quickly nto a remimscence of the past, as
IFLA has experienced to its great benetit. Ir must be stated that the former
presidents of CLR. both Verner Clapp and Fred Cole. were mo.c than
fair to IFLA, and inclined to react postuvely to requeses, which came to
them mainhy through Toster Mohrharde and Robert Vosper Some may
have areads forgotten that without support from CLR, the appointment
of a tull-time Secretars General of TFT A never would have been possible
in 1971, CLR provided support for the first three years Although onc
aan never savif - etre spect that IFLA then would have ceased to function,
onc wn sateh state that in any case iFLA's development would have
stagnated in a tume when the informanon explosion and the revolution
in iformation handling were calling for efficient management T.. * mod
ern TFLA as we know 1t today as a solidly structured brnidge for international
wopenatton could well name one of s upporting pillars after CLR!

In more recent umes, in particular during Jim Haas's presidency, the
assistance of CLR almost impercepubly underwent a transition from a
much-appreaated helping hand from Amenca o the world ar large 1 to
an cqual partnershup. In fact, international involvement creeps slow ly but
mescapably 1o the top of the Council’s prionties
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When we look at the s:ruation from a different angle, another pattern
of nternanonal cooperation anses. European ongin; carly and efficient
Amencan cooperation; later, careful Socialist adherence, and, finally, an
opening toward the Third World. IFLA was no exception in this pattern.
Although cqual partnership is stnved for, the European attitude roward
nanonal borders is not always as advanced as the Europeans like to claim.
Atrer all, nationalism was a European invention, and the after-<ffects still
cling to even the most internationally minded European nationals.

A significant advantage of American citizens over their European coun-
terparts is the:r indeg endence from governments and suate-dominated struc-
tures when trying to pursuc new prospects. In Europe one is inclined 1o
think constantly in terms of state substdies (sports sponsoring is the main
exception), and if those are not forthcoming, the initiatives are dropped.
Butin North Amenca the power of the nonprofit sector, based on pnvate
mitanve and capreal nput, 1s considerable and knowt nc equivalent any-
where else 1n 1he world.

Jm. Haas’s mvolvement with the Foundation Library Commuttee, a
group of representanives of major foundations, allowed him to expand
¢xisung programs and to explore new avenues. It was proof of the action
an independent, publicminded individual can take in a country that is less
state dominated than many others. Altheigh Japan 1s beginning o develop
a simtlar strategy, predominantly influenced by the U.S. example, in Eu-
rope the foundations sull work manly in splendid isolation. Taking th=
informartion sector as e ample, 1t 1s obvious that cooperation along the
lines of CLR would offer boundless opportunities tor a series of specific
acvon plans. Less dependernice on the slow and erratic state mechanisms
would make 1t caster to translate the achievements of the New Continent
into European terms.

The vasibility of the hibrany as an mstrtution with 1ts own responstbility
15 low 1n Europe as compared to the United States. This difference can
be evplained 1n many ways, but independence from state-onented th:nking
15 undoubtedly a m.jor component. The relation between the library and
the community to which 1t belongs 1s complex evervwhere, but when 1t
cemes to visibihey the action of 1ndependent indwviduals cannot be over-
stated

It1s nor always necessary o use many words to describe achievements.
In fact, 1t ma: be more convinaing o give the bare facts and figures,
which are, more often than not, more dazzling than the finest circum-
locunon Jim Haas himself gave a stnking example of ths approach in his
contnb ition to the Festschrift for Margreet Winstroom.' There ae illustrates
with a dry hst of CLR grants to IFLA from 1971 to 1987 how innovative
and sur. uliing the CLR-IFLA relatonship has become. Some marginal
comments on the granes listed 1n that article may be given here.

S~
1)




International Librariansiip 81

and operate at an effectve professional level while becoming self-
supporung” meant, 1n bold lettering, that IFLA was re-created
-- In that same year, an enormous step forward in standardizing

library processing methods was made when CLR contributed funds

to “establish a permanent Scecretariat for the IFLA Committee on

Cataloguing as a center to promote and coordinate the interna-

nonal standardizavion of cataloguing practices.” An idealistic vi-

ston was herewich materializing, and would lead to a revoiutionary

internaucnal undertaking. Now, ncarly two decades later, it 1s

difticule ro 1magine 2 world without Universal Bibliographic Con-

trol (UBC), and to realize that 1t was through indmidual percep-

non and the perseverance of those colleagues who really could

visuahze the future that such a pioneerning decision was made.

During mary of the vears that followed, projects undertaken 1n

the framework of UBC tigure prommently in the st of CLR

grants, together givang an impressne ovenview of progress on key

ssues transcending national borders

— The professional coordinauon activities conducted by the IFLA

Protessional Board, with munagenal support from the IFLA office

in The Hague rthe work of the forty Sections and Round Tables),

only really got off the ground by virtue of gencrous CLR support |

i the crucial 1970s Wichour i, IFLA would have remained an !

empty shel! sach httle 2trracnon for potenual members. To be ]

able to work with professional counterparts from otber countries 1

and to discuse, evaluate. and lcarn 1s a condino-sine-gua-non for the |
|
|
|
1
1
|
\
|

— CLR’s funding of IFLA 1n 1971 "to enable 1t to incutute reforms

tunctioning of an nternanonal organizauon such as IFLA. And
CLR, once an, sct these wheels in motion

— In 1983, (.LR provided a grant of $114,000 ¢the acrual amount
of granrs to IFLA i the peniod 1971-87 1s nearly one million
USS) 1o "plan new IFLA core programmes—including conser-
vanon and presenation, transborder data flow and related prob-
lems of data exchange, and further development of International
MARC—.und to estabhish a management structure thiat wall assure
cffectne administration and future fu.nding of these programmes.”
This meant no less than the imuanon of the Programme Man-
agement Committee, with a Programrac Development Ofticer to
sumulate and coordinate the core programmes of Ur-versal Bib-
lographic Conrrol, International MARC (UBCIM), Universal
Avatlabihey of Publications (UAP), Preservation and Conservation
(PAC, and Unwversal Daaflow and Telecommunication (UDT),
all housed 1n natonal hibraries around the world Many hold the
view that these core programmes represent the real values of
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intermanional iibrary cooperacon in the next decades Thar IFLA
could embark on the demanding task of developing these programs
1s—apart ‘ros the nanonal hbranes concerned—manly due o
the trust p.aced by CLR in IFLA and all the internanional profes-
stonal imphicanions 1t stands for.

As was already brietly mentioned, 1t may be eapected thar CLR wall
address atselt in the near tuture to the question of whether the time has
come to structure 1nformanon studies as a new academic disaphne, not
onh in the Unized States bue also elsewhere. It 1s well known that in
Europe the scholarls approach to this subject onginally took the form of
the systemanc study of the history of the book and tearning. Germany
plaved a feald.~g role n this field. Later, under the mtluence of the de-
velopment of socal saencss wichin the academic programs, the trend was
to wansfer the focus to the place of hbranes and documentation ana
informanion centers within the communicanon saences. CLR has now
taken the lead 1n the development of programs to trun a new type of
hbranan, which ulumately wall eradicate the eustng differences 1n edu-
canon and vis,on betw een scholarly ibrapans in Europe, the United States,
and clsewhere. A greater acceprance B the communiny served and a better
professional interrelationship should o the resule—a bold imtanve if ever
there was one!

The conclus.on to be drawn from the pre wus remarks could be phrased
in terms of a Bnush understatement. the impact of CLR 1n general, and
Jim Haas in particular. on international libran cooperanon is consideraole.
If CLR had not assisted 1FLA i implemennng 1es ideals by translating
them into well-planned programs, IFLA would not be what 1t 15 today.
Progress would have been slow . and trustrations so gicat that many would
have been discouraged Instead. international hbran cooperanion has tlour-
tshed. and has taken chances whenever offered the opportunity.

Those who have been close to the drving forces behind TFLA feel
tortunate in having had the sansfaction of working together wich one of
the most creanve hibranans in the field. who lefe the hbran to ser 1t
betrer It Jim Haas would siz back for a moment and v to visualize an
IFLA wathour 2 full-ume Secrerarat, withour professional coordination.
without UBC, UAP. PAC. and UDT. he would be jusuticd in displaving
1 contented smule betore retueling and soaring forward 1n pursuir of new
goals

Or would he consider these words as double Dutch

.~

Notes

t Haas, Warren ] “TFLA and C LR, 1971 1987 " JEIA Josurnal 13, no 301987
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CHAPTER 9

Warren J. Haas and the Influence
of His Publications

Martin M. Cummings

This chapter examines Warren ] Haas's significant ifluence on librar-
anship as reflected in his professional publications since the beginning of
his career s alibranan and administrator His writings reflect clearly those
1ssues and developmeats that were important during the past three decades
of library histon

There are several uther anonymous publications re Liung largely from
Jim Haas’s pen, aithough they mav have been published as instirutional
or orgamzauonal documents (¢.g . CLR annual reports) However, the
formal publications that T have abstracted provide a succincet and compre-
hensive acenunt of his imolvement with and influence on natonal and
internanonal hbran affars

1 “We Knocked on Every Door ™ Library Josrnal 77 (February 1,
1952,: 177-78, 180

As Head, Extension Dnaston, Racine (Wisconsing Public Library, Haas
orgamzed a suney of the Village of Waterford to determine the reading
habtts and resources of the community and to stmulate use of the library
through assoaated publiauty and public relations He coadudes from the
analysis of data that much needed to be done to 1mprove community
library service, bur improvement of thr book collection alone provided
no assurance thar librany senvrce would be improved. “More thaz anything
else, Waterford needs actine help from a professional librartan—perhaps
one day a week would serve to make the library a part of th: community.”

From this modest beginming, Haas devoted the nexe thirty-seven vears
to studying how libranies can beteer serve the needs of therr user com-
munites.
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2 “Cooperatve Library Service for Higher Education A Library Re-
scarch Program Report ™ New York. Council of Higher Educarional
Institunions in New York Ciry, 1960.

Serving as a full-ume consultant to the Counal of Higher Educarional
Institutions in New York Ciny, Haas studi=d how higher education students
tn metropolitast New York could be assured of high-quality library re-
sources The dezrgn of the study, the collection and analysis of dara, and
the study's conclusions and recommendations represcut a highly construc-
tive librany user model that may have practical apphications now, a quarter
of a century lager.

In parucular, Haas calls for "an eiensie and purpos. ¢ cooperatve
program of library set1ce™ vath the mtent of assuring the availability of
c\eellent ibran resourcss through effecuve mulu-insututional cooperative
operatt. 15 He recommends that the focus of the cooperative program
be asysten of supplementany academuc fibranies with an integrated regional
adnunistratne arrangement This concept may prog =rly be viewed as the
torerunner t the regional and national library consorna developed - *he
nent decade It may have also senved as a protorype for cooperative cata-
loging, ptotoduplication, and bibliographic services, which are now avail-
able through several neeworks of Lorany <:races This report reveals the
imagin teve and creative thoughe thar Haas has demonstrated in his senvice
to academuc and rescarch libran users

3 “Student Use of New York's Librartes ™ Library Trends 10 (Apnl
1962) 529-10

Working from the data gaied through the study of cooperatne library
senvice for hugher educanion, Haas details the determinants of unpersiry
studenes” ibrany u-. | including the academic charactensucs of the students,
the geographical selationship berveen location of librany to student homes,
schouls, or place of work, and the quahity of library senice available ar
‘he stadents” own unisersities: The frequency of use of hibranes was mea-
surcd in the content of these vambles. Based on an undersranding of the
reasons for selecave librany use and causes for dissausfaction, Haas con-
cludes that a svstem of supplementan academic Iibranies should be buile
and operated in the metropolitan New York area.

4+ “Statewide and Regronal Reterence Senvice ™ Library Trends 12 (Jan-
uany 1964, 405-12

Several vear fater, wlule serving as Associate Director, Columbia Uni-
veesty Libranies, Haas demonstrated his continued interest in public library
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systems by descnbing and analyzing the reference services that were avail-
able through state and regional organizate s. He concludes that, n large
nieasure, librany systems supported by public funds have as their principal
objective the provision of “middle-level™ service v individuals who do not
have access to a substanual collection. He suggests that librarians who
adminster such svstematic services should pay special attention to analyzing
the --osts in all segments of their system actvities. He also calls for research
mmolving the relationship between theoretical service capacity of system
resources and the actual use made of these resources.

In this paper we find carly eviderce of Haas’s cnitical interest in library
performance and library economics, subjects he stimulated and supported
two decades later as president of CLR.

5 “Future Developments in Librany Facdities in Independent Liberal
Arts Colleges ™ In New Prospects for the Small Liberal Arts College,
cdited by Sidner § Letzer, 61-72 New York' Teachers College Press
tor the Insutute of Higher Education, 1968.

Since Haas had senved as Acquisitions Libranan at Johns Hopkins Uni-
versity ard then as Assoctate Director of Columbia University Libranes,
it interesting that his first publication after being appointed Director of
Libraries at the Unnversiy of Pennsylhvama was cencerned with planning
tor construction or renovation of librany factlities m coliege libranes. Ap-
parenth stimulated by his experience mn upgrading -'ements of university
libran facthties and the rapid introduction of new technologies applicable
to hibran operattons, Haas had served as a consultant to several colleges
and unnersities mnvolved 1in ibrary ;. 1ning

This paper reviews trends i librany architecture and the relanonship
betwe  now tedhnologies and the thanging role of the library i the
college Haas condudes that new technology wall not replace the old, bute
rather will enhance 1t Thus he did not brlieve that there was a need for
drastie modification mn hbrany buildings to accommod. : technology. He
suggests that the only things that might produce significant change in the
ollege libran in the next twenty years (1968 1988 were the process of
teaching and the reorganization of colleges.

Althouh some cntics mighe suggest that this 1s a highly conservatve,
rraditional pont of view, 10 fact most existing ltbrases were able to make
modifications to accommodate ne computer and communications tech-
nologies. It is only ven recently that the utilization of new educational
teennulogies (audiovisual systems and computer assisted learning) and the
increase m spectal acovities such as preservation, online catalogs, ad the
massive use of major bibliographic utiities has forced a serious reexamr-
neton of hbrary functional design Those Iibraries that accepted Haas's
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recommendation that construction lead to flenibuiny rather than extremes
of radical design have found the adaptation easier and less epensive.

6 “The Role of the Building Consultant.” College and Research Libraries
30 (July 1969): 365-68. (Ongnally appeared 1n the Quarterly of the
Socsety for College and Unaversiy Planning, 1968.)

Haas summanzes fus expenence as a hibrary burlding corultant, pro-
viding an outhne of the distinct steps that need to be followed in the
planning process He suggests that the consultant needs to be involved
in 1) the development of the inual program document that reflects the
objectives of the institution; 2) the process of program development and
refinement of definitions and standards, 3) preliminary design concepts
and schematc layouts, 4) review and venfication of the architect’s final
design with regard to meeting objectives, and 5) final review of working
drawings and speatfications.

This article clearlv defines the range of the consultant’s role 1n assisting
mstieutronal planners Te reflects a long: «anding interest that persists and
15 reflected in his protegé, € Lee Jooes, who has engaged 1n library
butldir g consulting successtully for the past two decades

“Preparation of Detaled | peaifications for a2 National System for the
Preservation of Library Materals Final Report.” Washington, D.C..
Assoctation of Research Libraries, 1972

In 1971, Haas senved as Charman of the ARL Comnuttee on Preser-
vation of Research Library Materals Building on several carhier ARL
studies and mamy drscusstons, he authored a report proposing approaches
to collectne and cooperative actions for presenation and recommending
speatfic steps to 1mp.ement preservation programs. Although the report
reflects a svnthesis of many viewpoints, 1t 1s clear that Haas’s insights and
suggestions serve as the framework that eventually led to the creation of
& Commussion on Fresenvanon and Aceess fifteen vears later. It 1s note-
worthy that Haas maintained a sustaned and vigorous advocacy for a
national program to presene deterioriting books while most other mem-
bers of the ibran comnvimity showed attle concern for the problem Only
1 handful of major 1esearch Iibranie. made any significant effort to deal
with the problem of deterioratng library materials

The Counatl on wibrary Resources supported rescarch on the perma-
nence and durability of paper more than a quarter of a century ago, vet
it has been only in recent vears that an effort has been made to apply the
findings of this rescarch—namely , the chemical neutralization of acid paper
to tmprove durabihity. Whereas the Library of Congress has developed a

O
ERIC .

) i



E

WIH and the Influence of His Publications 87

large-scale program to accomplish this goal, the National Library of Med-
wine, the New York Public Library, and several university libraries h
engaged i mucrofilming their deteriorating materials for preservation of
the printed record

The ARL report proposed that a national library corporation be created
to senc as the cohesive force for undertaking major preservation ventures
effectively. It 1s thes seminal concept that has been transformed nto the
present organizational arrangement. namely, a Commission on Preserva-
tion and Access that provides leadership and coordination while the Na-
tional Endowment for the Humamties and several private foundations
provide critically riceded funding for planning and operations

8 “Tragee  bout to Happen: The Deterioration of Book Paper.™
Colwr - sbrary Columns 22 (November 1972): 22-27.

11 wsho  paper, Haas compares the process of prper deterioration with
growingt 'd “It s casy ro 1gnore the loss of one strand of heer at a time,
so long as t °re 15 overall growth So it 1s with book collections.™ He
points out tt t for schiolars and hibrartans who sce the nsidious croston
of their collcctiors, the presenation problem is frustrating and depressing

Haas calls for ibraries to presene tent using nuccofilming and to acquire
reprinted materials as needed He also points out that paper deterioration
is slowed by the use of air cooling and filtering systems. The concerns
evpressed i this paper are reflected subsequently i his determuned efforts
over the nent two decades to construct a nattonal program to deal with
the problem of brittle books.

9 “Management 1in Rescarch Librartes Impheations for Library Edu-
cation.” In Management Educans n Impheanons for Libranes and Li-
brary Schools, 89-104 Proceedings of the Thirty-sixth  Annual
Conference of the Graduate Library School, University of Chicago,
Apnl 9-10, 1973 “hicago University of Chicago Press, 1973. Also
published in Library Quarterly 43 (October 1973): 369-84.

In this paper, Haas explores the management processes used 1n rescarch
brartee. In a carcfully constructed analysis of the relevant literature and
his ow n evperience gs a library director at Columbia Unn ersity, he suggests,
among many obsenations, that 1) there 1s a shortage of research librarians
tramed to perfe.m management analyses, 2) the need for change in 1escarch
libraries 15 poorly comprehended, 3) the application of research resulrs to
ongoing operations 1s difficult to accomplish, 4) many hbrarians do not
fui'y understand what effective management 1s, and 5) research library
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opcrations are growing ncreasingly -omplex as a result of nev. technologres
and changing nterhibrany relatiorships thar affect library pertormance.

These factors, among others, sumulated an intense nterest in Iibrary
management within the Association of Research Librarics and, to a lesser
extent, within some library schools. Haas also suggests that librarianship
1s not a single profession but rather “an aggregate of professions and
techmical specialtes, all of which are essenual to effecuve vesearch-library
operation ™ Library management 1s one of those professions. My own
experience at the Nauonal Library of Medicine confirms s observations
that the capabilities and responsibilities of rescarct, libraries are increasingly
governed by factors external to the ibrary and that computer, commu-
nications, and photographic technologies _re expanding librany capabilities
to 1mprove services and increase library products.

Haas calls for a program of ibrary cducation for management, including
a comprehension of goals, a capacity to develop and apply appropnate
mansgement methods to operations, and sumulation of imaginatve -
terest among students This prescnpuon for a new educational curnculum
remans pertinent for current professtonal education. His discussion of the
relaonship berween research Iibraries and librany schools reminds us thar
these reforms are long overdue  This paper deserves the attentior of
university admimnistrators and educators as well as librarans. It stands 1< a
mayor challenge and contribution to hibrartanship

0 “The Impace of Institutional Change on Rescarch Libraries in the
United States ™ In Issues in Library Admimisvranion, 3-14. Papers
presented at the Second United States-Japan Conference on Li-
braries and Informatton Science 1n Higher Education, Racine, Wis-
consin, October 17-20, 1972, New York  Columba Unversiry
Press, 1974,

In this paper, Haas addresses the effect on research libranies of changes
m unwversity educational structure and orgamzation. He descnbes the
forces promottt ducational change 1n the 1970s and at;“mpts to clanty
some of the educatonal issues that have generated conflict beween those
who would direct universiry activiues to achieve nagonal goals and thosce
who view university programs as important and essential without reference
10 public policy.

He also discusses changes 1n the teaching and learning process as 1m-
portant influcnces on the ways information 1s managed and made available.
The decline in rehance on classroom teaching due to the use of new
communicatons technologies leads to mstruc 1onal flexibilities heretofore
not casily achievable. New forms of university administration and gover-
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nance, assoctated with demands for involvement in decision making, have
led to a management revolution that has a clear impact on libranes.

He calls for imaginatve and mnovauve responses by librarians who face
the need to modify traditional technical and readers’ services to meet these
changing educational programs. The nature of library roles will vary with
the differences 1n insticutional systems of instruction and student body
composition. He exhorts libraries to become integral parts of their uni-
versitics, not simply appendages to them.

Finally, he returns to his carly interest in cooperative library activities
to provide more efficient support to the world of scholarship. The increased
scope of library responsibilities will require special management skills that
will enable librartans to understand the new educational processes as well
as those new operational opportuntuces offered by computer and com-
munications technologics.

Librany directors and professional libranans in colleges and universities
will profit from a review of this percepuve and stimulating essay.

Ll Yavarkovsky, Jerome, and Warren J. Haas “The Columbia Uni-
versity Management Program.™ Libri 25 (September 1975): 230-
37

In ur paper, the authors describe how they converted a management
wonsulung firm's review of Columbia Universtiry Libranies into new or-
gamzatonal and adnunistraen e structures The successful implementation
of proposed ch.nges came as ;- result of active staft partcipation in the
process. The strategy of mnvoiving key staff members 1n evaluating the
consulung firm’s recommendations led to therr ready acceptance of the
general proposals whne adding refinements to the detailed plan.

A prncipal reconmendation called for coordinating all of the Untver-
sin’s iformation resources with academic programs. To accomplish tlus
goal, - new postten—Vice President for Information Services and Uni-
versinn Libraran—was created within 2 reorganized university administra
uon. Jim Haas was appointed to this posirion, thus becoming the first
unnersity libsarian to be responsible for the computer center as well as
the Iibrary. Whereas other unwversiti: < have subsequently follov-ed this
organizanonal pattern, few rescarch libranans have been entrusted with
this isnportant responsibility

Tius app ntment suggests not only that Jim Haas was an extraordinary,
broadly based libraran, but also that there is a current need to develop
more professionals who, like him, will be competent to lead universities
through the evolutionan changes that attend the introduction of new
technologies in managing academic information resources.
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12 Notes on Odral of the Umon by Allan Nevins for 76 Unired States-
ang Washingien, D C . Assoctation of Research Libraries, 1976.

This verv briet histonical note calls our attention to the creative and
highlv productve writnng of historan Allan Nevins, whose first four-
volume publication, Ordeal of the Union, describes our country 1n transition
during the period 184761 This publication was followed by four add:-
uonal volumes that focused on the Crvil War, entdled The War Jor the
Union Haas's review was mncluded 1 a publicanion CONtaNINg seventy-six
works of Amencan scholarship relanng to America, 1ssued on tie occasion
of our nation’s bicentennual vear

13 Notes on A Braef Naranve of the Case and Trval of John Peter Zenger
tor Thirteen Colonial Amerwana Washington, D C.. Assouation of
Rescarch Librances, 1677

Thisshorrarticl reveals Haas's appreaation of history and demonstrates
his scholarh interests and talent He provides an mteresting account of
the arrest and imprisonment of a publisher (John Peter Zenger) whose
pohuaal and satirical discussion of New York's government policy led to
- extnnordmary set of legal and extralegal events. Alexander Hamilton
came from Philadelphia to assist in Zeager's successtul defense agunst a
charge of seditious Iibel  Revision of the law 1 England and Amenica
subsequently protected a free press

Haas pomes »ut how the Zenger case underscored the fact that, n a
republic. the concerns of the peoulace can mnfluence the molding of the
law

14 ~“Managing Change ™ In Japanese ard U'S. Research Libraries at the
Ty g Pornr, 19097 Proceeding of the Third JapanU'§ Con-
ference on Libranies and Infortration Science in Higher Education,
Kvoro, Japan, October 28-31, 1975 Mcruchen, N ] Scarecrow
Press, 1977

Haas discusses factors that influence change or control the direction of
rescarch hbranes the potennal of technology, himits on iesources, and
e\pectations of people He provides brief descrniptions of the changes
cffected ar Columbia Unnersity Lib.aries and The Research Librartes
Group, w hich resulted from planned efforts to determine and control their
future direcion He :onc'udes thar the responsibility for imuaung the
process of chunge 1n libranies rests with senior library admnustrators. He
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suggests that, n general, hbran admimistrators need a broader array of
skills than they now possess

This paper reflects the veginning of Haas's sustained interest in managing
change that s evident i many of his subsequent publicanions and 1n several
special programs that he smitnated at the Counctl on Library Resources—
for cxample, 2 hughly successful seminar on the economics of research
librares

51

“Qrgamizarional Structures to Meet Furure Bibliographic Require-
ments.” In Prospects for Change in Bibliggraphic Control, 40-50. Pro-
ceedings of the thim-eighth Annuat Conference of the Graduate
Librarv School, University of “hicago, November 89, 1276. Chi-
cago: Unnersitv of Chicago Press, 1977 (Also published in Librmry
Quarterly 47 (July 1977) 274-84

Haas awesses the status of the management of bibliographic control
fforts and suggests an approach to dealing wath the concepr of a national
bibliographic system  He pornts out that the costly and ineflictent process
of redundant umlos.,xm leads to the expenditure of at least $330 for each
utle wrtaloged and added to the ARL member hbranies With 300,000
discrete ttles beng added annually, this amounts to an expenditure of
almost $100,000,000 tor the aggregated cffort of approaimately 100 re-
scarch ibranes alone

In aalling for a“sstem” of acceprable bibliographic control, Haas defin s
the tasks that needed to be performed at the level of record creanon,
maintenance, and pi scnation of the bibliographic files and the production
and dustribunon of bibhwgraphic products He points out the importance
of planning for the maragenal and organtzanonal process to succeed 1n
buriding a womplete natoaal bibliographic system requinng the involve
ment of many lik.aries, publishers, and indeaing and aostrz -ting services
In addition, he suggeses that the Librany of Congress and the Association
of Research Libranes find a wav to assume the responsibiliry for formulating
and testing the performance of the bibhograohic mechamisms to be created

Although the caact arnangement he proposed did not matenalize, the
same eftect was accomplished with the Counal on Library Resources actng
as the stimulus and partal sponsor of the planning phasa Haas defined
an approach that he ulumatdly moditied to achieve successtully the purpose
for which the planning was undertaken. There are now several mayor
bibliographic utihines that, along with the three nanonal libraries, scnve
as the navonal bibhiographic apparatus.

16. “Future Prospects ™ In Amercan Libraries as Centers of Scholarsinp,
43-64. Proceedings of 2 Comocation held at Dartmouth College
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on June 30, 1978, marking the {iftieth anniversary of Fisher Ames
Baker Memorial Library. Hanover, N.H.: Dartmouth Colleg:,
1978.

Haas speaks of the furure library as the new President of the Counail
»n Litrany Resources. He suggests that change is required in how libraries
should serve scholars and specifies six necessary areas for improvement.
They ate so carefully articulated that I quote them directly.

“I  The ideal BIBLIOGRAPHIC STRUCTURE should permit
identification by scholars of information pertinent to their
work and indicate how and where that information can be
most readily obraned. -

"II. The policies of individual academic libraries that govern the
acquisition, retention, and preservation of RESOURCES FOR
RESEARCH, while necessarily retlecung immediate instutu-
uonal goals, should support the long-term interests and con-
cerns of scholarship, as weil.

- A COMMUNICATIONS NETWORK 1s essenual to the suc-
cess of furure bibliographic and access -ystems. From the point
of view of the scholar, a bibliographic inquiry or a request for
4 needed rem should not necessanly be limited by the records
or the holdings of a singic library. If necessary, the inquiry
should be automancally processed by a nanonwide biblio-
graphic system and the request should be routnely filled by
the approprnate sources, whether locai or remote.

“IV T.e COMPOSITION OF THE STAFF of every library should

reflect, by the skills and specializauon of indmidual members,
the disuncenve functions and characreristics of that library. Li-
branes that are centers of scholarship and research are complex
by defimtion, and the 1deal staff of such a hibrary mig.ut best
be viewed as an aggregation of competent members of different,
complementary professions, sharing the same set of objectives

“V' The MANAGEMENT of research libranies should, above all
clse, focus on (a; the reduction of costs of technical operations,
tb) the concentrauon of ralent and effort on actviies that
relate to the purposcful development of collections and the
provisicn of <ervice rthat directly supports teaching and re-
search, and (¢) the appropnate utilizatuon of existing and r.ewh
cvolving natuonal and regional capaciues to supplement re-
sources and provide bibliographic support.

"VI An evpanded and conunuing RESEARCH EFFORT should
be developed and mantaned to accumulate data, tes: hy-
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pothescs, and make possible the planning required to establish
a library system that effectivcly supports scholarship.”

Each of these interrelated topics is discussed in sufficient detail to allow
the reader to understand what the library of the furure needs to do to
become a center of scholarship. It is clear that during the past decade
Haas has put in place the strategy to meet this objective. This paper should
be considered a assic in the library literature. It deserves to be reprinted
for wide disznbution among, scholars and librarizns.

17. “The Histoty and Present Program of the Council on Library
Resources.” In International Symposium on National Planning for
Library Service Networks, 27-38. Proceedings of a conference to mark
the thiructh anniversary of the founding of the National Diet
Library, Tokyo, Japan, November 28-30, 1978. Tokyo: National
Dier Library, 1980.

This paper was presented as a lecrure in which Haas reviewed the twenty-
vear hustory of the Counal on Library Resources. He briefly highlights
the accomplishments of the Council while pointing out the shift in prior-
ities that took place after Verner Clapp retired as president in 1968 and
Fred Cole became CLR’s second president.

The Counal’s carly interests 1n research, technological development,
and coordinated bibliographic control were hroadened to include programs
related to libran, management skills, ide.uficarion of library user needs,
and some concern with professional educ. tion for librananship. Haas pays
spectal attention to CLR's  fforts to improve international as well as
national ibrany service, particularly thrcugh its support of the International
Federation of Library Associations and Institutions.

He charactenzes the current CLR program under his direction as being
concerned pnncrpally with bibliographic control, libraty management,
development of special research collections, professional cducation, and
analysis and planning. It 1s interesting that Haas makes no mention of
preservation needs even though he had already identified this as an 1m-
portant national problem ten years carher. Throughout, he stresses that
planmr s a conunuing process and that changes 1n library programs
should t made whet, the need becomes evident.

18. “Managing Our Academic Libranes: Ways and Mcans ™ In New
Horizons for Academic Libraries, Theine Papers Presented at the First
ACRL Narional Conference, Boston, Massachusctts, November
1978. New York: K.G. Saur, 1979. Also published in College and
Reseasch Librares 40 (March 1979): 109-19.
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In this paper, Haas raiscs several key issues related to the changing role
of librarics He asks, “Can libranes as organizations expand capabilitics
and sull be neellecrually and tinancially viable, and can librarians build
the substance of this profession and stll maintain the pride of personal
accomplishment in the process:™ In this ~ontext, Haas discusses cooper-
ative programs such as cooperative collection development, coordinated
preservation projects, and interlibrary loans. He cires the example of OCLC
as a successtul library cooperative and analyzes in depth the prospects for
the proposed Nanonal Periodicals Center. Unfortunatcly, his hopes for
the latter venture were never tealized due ro a lack of political and financial
support.

In addition o the role CLR plays in identifying work that needs to be
done to further the development of a coordinated national bibliographic
control system, Haas descnbes some of the other forces ar work that would
atfect future library operations. These include the National Commission
on Libraries and Information Science, the National Endowment for the
Humaniries, and the National Science Foundanion. Regrettably, no men-
uon 1s made of the program of the Nauonal Library of Medicine, which
had achieved most of the objectives cited by Haas for successful cooperative
hibrary development.

Hazs encourages the introduction of Lcientic management into library
admimstration while caunioning that library management is not only a
science The abiliry to a-just direction as new evidence develops 1s crucial
to the creation of new policy objectives.

19 “Managmg the Information Revolution. CLRs Bibliographic Ser-
vice Development Program ™ Library Journal 104 (September 15,
1979): 1867-7

This paper was ccauthored with Nane, E. Gwinn and C. Lee Jones,
program officers at the Council on Library Resources It reviews CLR’s
hustorical involverment 1n bibliographic control efforts and reveals s car
alvtic role in establisteng a national program. The report detines the goals
of the CLR Bibliogi phic Service Development Program and outlines how
participation by libraries would be sought.

The most notuble feature of-this article 1s the exhortation for libraries
to develop a willingness and capaaity for change m order to rake advantage
of the emerging nanional bibliographic system

20 “Libraries, A lapung to Change, Need Advice of Scholars.® Huy-
mamies Reporr 2, no 3 (March 1980)- 2-3
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In a brief note, Haas points vut that hibrary users, espectally humanists,
must join forces with ibranans to guide changes resulting from economic,
technieal, or pohiacal influences.

21. “Research Libranies and the Dyvnamucs of Change.™ Scholarly Pub-
lishmg 11 (Apnl 19803 195-202.

This well-wnrren paper describes how tae library profession has re-
sponded to technological change by introductug expanded service pro-
grams. Without increased financial support, libraries joined cooperative
arrangements through which the benefits of resource sharing were made
cudent. In addiion to these developments, libranies need to continue to
seck improved ways to provide sernvices. Haas points out that new strategics,
“forced by economics and made possiblc by technology, are compelling
rescarch libranes to rethink their roles as part of the scholarly process.”

He {escribes the changing bibliographic structure, which is becoming
Librany independent as a result of computenized consortial networks such
as the Online Compater Libran Center and the Rescarch Libraries In-
formation Network. The mo« rn online catalog has also become the key
management tool for acqusinions and collection control Together, these
mmproved library processes senve the rescarch and scholarly enterpnse

This paper provides an oeellent insight into the dynamics of change
in Iibrartes that resule from economue realities and the nising expectations
of therr users

22 “Role of the Liberal Arts ™ Abnidged version of a paper given at
the dedication of the Washington & Lee Librarv Wasington &
Lee Alumm Magazine July 19805 4-6.

Haas describes the transformation taking place in modern hibraries He
wentifies the new bibliographie structure, w hich involves the use of com-
puterized networks and computerized storage processing and transmission
of :nformation, as the essence of the “hbrary revolunion ™ These changes
atfect iberal education by making informazion more readily avatlable tor
both teaching and learning

He resists the usual impulse tor hibrartans to build ever larger collectrons.
Instead, he suggests that the content of the collection should reflect the
present needs of the hiberal arts curnculum, books should come and go
2 necded and not simphy be accumulated This philosophy 1s both eco-
nomtcally and educanionaliv sound

23 “Cnsis m the College Librany ™ AGB Reports ( Association of Gov-
ermng Boards of Unnersines and Colleges) 23 (March,”April
1981): 4145
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This paper was coauthored with Nancy E. Gwinn, who at the time was
Director of Program Ccordination of The Research Libraries Group. They
discuss the potential harm to college and university libraries that may result
from budget cuts. Citing statistics from the Association of Research Li-
braries “or the period 1974-1979, they point out that while funds expended
for library materials rose by 50 percent, the average number of volumes
acquired rosc only 9 percent and the total number of periodicals declined
by 3 percent Inflation raised the cost of periodicals 17.5 percent annually;
the cost of books rose 11.6 percent annually.

This difficult economic situation came at a time when libraries were also
cxpected to apply new communications and computer technology to im-
prove operations and services. Financial pressures have led libraries to
explore more vigorously the possibilities of resource sharing through in-
creased interlibrary loans, cooperative acquisitions and caraloging, and the
use of computcrized bibliographic nerworks.

24 A Responsible and Exceptional Performance. Sterling Memorial
Library 1930-1980." Paper presented at the fifticth anniversary of
the Sterling Library, October 10, 1980. The Yale Library Gazetze
55 (Apnl 1981)- 145-60

Hai- discusszs design charactenistics of a modern research Iibrary. He
analyzes the optimal requirements for designated functions involving the
collection, staff, and users. He also points out that the transform.cion of
libraries resulting from the introduction of new te.chnologies 15 costly and
not without nsk. Planning the futurc research ibrary calls for the involve-
merit of sentor academic officers and facultics.

Any person or group contemplatng the construction of a new academic
library should read this paper, which reviews the important philosophic
and pragmaur considerations that, together, mold the research b.ary
sereing,

25 “Nerwork-Level Deasions.” In Information Technology: Critical
Choices for Libmary Decision Makers, 147-56. Proccedings of the
Fourth Pitesburgh Conference, School of Library and Information
Scence, University of Pitesburgh, November 2-4, 1981. New York:
Marcel Dekker, 1982

Haas describes the need for better relarionships between librartans and
those persons who are engaged in planning nctworks He expresses regret
that even when hibrartans take partin the decision p ocess, “the end result
of thar participation leaves somcthing to be desired.™ Furthermore, he
descnibes the contusion that exists among undifferentiated networks, na-
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uonal networks, state and regronal networks, local and multicampus net-
works, and subject-oricnted networks.

He calls for a rehable determination of the value of networks and urges
librarics to take fuller advantage of their network affiliations. Given the
number and diversity of existing network structures, he urges librarians to
gan a thorough understanding of the capabilitics of new network tech-
nologies. Without this knowledge, the responsibility for managing library
networks will be taken over by others.

This hard-hitung, candid assessment of some deficiencies in librarian
performance must have created some concern among professional librar-
1ans, espectally Library managers. It is difficult to determine whether it
sumulated more tnterest tn neeworking directly, or whether the devel-
opments that followed were simply in the pipelit.c at the time. Tt is clear,
howeser, that Haas understood the complexity of network decision-making
as well as the organizanonal and operational problems that can result from
planming that does not take mto account clearly specified library objectives

26. “Compuung 1n Documentation and Scholarly Research.™ Science
215, no. 4534 (February 12, 1982). 857-61.

Thus paper describes how compuung and modern communications atfect
scholarly research and publication. It provides an excellent overview of
the process of scholarly communication, along with a sumn.ary of systems
objectives advanced by the National Enquiry into Scholarly Communi-
cation 1n 1979

Haas reviews the pressures tor change denved from the increasing rate
and volume of publishing, dissausfactton among users and providers, and
administrators’ concerns about rising costs. He summanzes the history of
computer applications n cataloging and indexing, which led to better
bibliographic control of the htesatire. Computer applications to improve
the publishing process are descrid:d in the context of technologies and
COStS

Haas makes a most tmportant contribution by discussing maror unre-
wlved issues He wisely considers mfor..ation as both a public good and
a commodiny. He suggests that control of information is power, but that
unconstratned access 1s a public good. One of the key issues 1s the role
of gosernment 1n the resolunion of legal, commercial, and poticy 1sJes
Tlic role of government as a major sporsor and producer of new knowledge
is identuicd 1 the conteat of public-private sector tensions related to the
provision of information services and products. Yhe relationship of copy-
nght 1ssues to nattonat information policy 1s included in his list of unre-
solved problems

{1
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This zrucle. 0 my judgment, represents one of Haas's most Important
publications, 1ot only because of the scope and richness of its content
but also because 1t appears in an international journal that has a very large
ar.d diverse readership among learned and influential groups. Some of the
same obscervations and concepts that appear in more specialized library
literanure consequently scem to have had less influence.

27 “Nerworking Developments in the U.S. ar the National Level.”
INSPEL 17 (1983): 200-206.

Haas reviews the development of Am~nican library networks i the
contert of a wide array of purposes. He potuts out that, historically, most
nerworks were designed to provide computes-based bibliographic services.

. Starting with a description of the development of the first large-scale
automated nerwork (MEDLARS) at the National Library of Medicine in
1961, he provides a zhromicle o the major systems that subsequently
contributed to the provision of Iibrary services of benefit to mdividual
users as well as society generally.

He describes the ongoing efforts 16 establish links between different
cemputer systems to improve information transfer. The effort to develop
a comprehensive name authoriry file to facilicate such linkage 1s described,
along with a briet ccount of the online public access catalogs that were
under wevelopment or 1n operation This paper serves as an uncomplicaced
review of the highlights of ibrary movenents and developments that can
be attribured to the wise application of ney technologies for making library
services more efficient and widespread

28 “Library Research Projects in the National and University Context
i the United States ™ In Large Libraries and New Technological
Developments, edited by C. Rudyk, 169-74. Procecdings of a sym-
postunt held on the occasion of the inauguration of the new building
of the Royval Library, The Hague. Munich: K.G Saur, 1984.

Haas descnbes the work of the National Enquir; :nto Scholarly Com-
munication and suggests that we need to know more about the work of
scholars m relation to Iibranes. He presents some cxamples of rescarch
funded by CLR to better understand rhis relationship.

He reminds us that schelarship s international i nature and thar the
humanities continue to be central to the well-being of civilization; thus,
the needs of scholars should be taken into account when examuning the
capabilities of new technelogies to improve Library services.

O
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29. “The Development and Present Program o the Counail on Library
Resources.™ In New Information; Technologies and Libraries: Proceed-
ings of the Advanced Rescarch Workshop organised by the Euro-
pean Cultural Foundation in Luxembourg, November 1984, to
assess the Impact of New Information Technologics on Library
Management, Resources. and Cooperation 1n Europe and No:ih
America, edited by H. Licbacers, W. J. Haas, and W. E. Biervlet,
43-49. Dordreche, Holland: D. Reidel Publishing Company, 1985.

Haas discusses the histony and programs of the Council on Library
Resources.

30. “New Wine, New Bottles.” In International Librarianship Today and
Tomorrow: A Festschrift for William ]. Welsh, compiled by Joseph
W. Price and Mary S. Price, 53-64. Munich: K.G. Saur, 1985.

Haas concentrates on research hbrary management in refation to changes
in ibran services. He denufies a long hst of topics requiring research and
points out that libraries have a role to play in the research process He
categonzes the arcas for study as (a) the rescarch process in the new
information setang, (b) user needs, resources, and access, and (¢) F-h-
ographic control.

Haas suggests that technology and 1ts costs are the dnving force to
achicve new levds of hbrary performance. Participation by hibrarians in
the transformanion of comventional hibranizs to modern informar ~n sys-
tems will bring more respect to the profession W hin socicty. Reshaping
goals and operating methods 1s required to estabhish a better system for
acquuring, storing, presening, and distributing the accumulated printed
record

31. “IFLA and CLR, 19711987 " IFLA Journai 13, no 3 (1987): 227-
28

Haas provides a hst of grants made by CLR to IFLA to charactenize
the close relationship between the two organizanons

32. “The Program of the Counal on Library Resources.™ In Les Bib-
hothéques. tracition et mutation. mélanges offerts a Jean-Pievre Clavel
a loccasion de son 65¢ anniversure, 91-101 Lausanne, Switzerland.
Bibliotheque cantonale et unwversitaire, 1987.

This report descnibes the intluence of the Counal’s programs on rescarch
hbrany developments It provides a remarkable msigh: into the transfor
O
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mation of libranes that occurred concurrently wath three decades of CLR
history. The diversity of CLR activities should attract the intezest of
nonlibrarians as well as Iibrerians in efforts to extend or improv.: library
and information systems The reader will note that a new program agenda
will scek to increase the number of individuals who are well qualified to
plan, lead, and operate academic and rescarch librares.

33 “Intormation Studies, Librarianship, and Professional Leadership.”
Bullenn of the Medual Libmry Association 76 (January 1988): 1-6.

Haas addresses the need to t.ansform the profession of librananship 1n
fundamental ways Pomnting out that the profession was {irst based on an
academic program one hundred y ~ars ago, he asks, “Can a profession that
ts based on procedures and processes survive n an undisciplined world?”

Reflecting con the changes that have taken place in univeisities in recent
vears, he . “dicates that Iibranies have fallen behind in responding to new
univessity directions and are fatling to establish specifications for their own
furure He expresses concern that, despite some technical accomplish-
ments, there is a mismatch between librart.nship and the specialized world
of scholarship, rescarch, and reaching,

Ciung the leadership of the Medical Libran Assoctation and the Na-
tonal Library of Medicne m promoting library education, including rer-
uficanon and continuing education, he suggests that the resulting higher
standards have become the new norm for this field.

Heidenafics the major problems that need attention as. (1) the shortage
of first-rate candidates for faculty positions in library schools, (2) the low
visibility of librarianship and Iibrary professional education, (3) ambiguity
in the defimtion of “I'oraries™ and “ubrarianship,” and (4) the paucity of
sound rescarch on many important topics and the lack of a rescarch
tradition on which to build.

Having made a critical analysis of the problems of professional libran-
anship, he describes how the profession needs to be strengthened, ex-
panded, and redefined to include information studies, mformation science,
and improved organization and management of information resourdes and
services  Importantly, he suggests that a small number of national-level
library schools with strong faculties might cffect needed change more
readily than the large number of weaker school, currently in existence.

As in some of his carlier publications concerned with other library
problems, Haas provides a highly sophisticated and credible analysis of a
set of complex problems, and points the way to findinr, reasonable alter-
natve solutions  The assumption of important new responsibilities by
librarans t engage 1n the technological and organizational transformation
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taking place 1 our unnersities and information infrastructur 1s st forth
clearly as a challenge for the profession.

Overview

This review of Warren J Haas's publicauons that appeared during the
past thirty-seven years reveals the remarkable progression and scope of his
Iibrary interests. More than a quarter of a century ago, he identified the
need for cooperative library services, including a national system to improve
bibliographic access to library matenals. He has stressed persistently the
importance of presenving collections as well as improving the urganization
and management of libraries He subsequently developed plans and pro
grams that successfully dealt with these problems. These accomplishments
are reported 1n other chaprers of this book.

More recently, he has written about the need ro manage libraries in the
face of changing mstrutional and soctetal information requirements He
has called attention to rhe need to involve senior officers and faculty
members 1n planning future hibrary operations and services in rclation to
scholarship and education. To achieve a more cfficient and responsive
Iibrary system, he suggests that libraranship and professional education
need to be upgraded through coghisticated informanon studies and more
comprehensive and criical hibrary educaton.

In short, Jim Haas has recognized important ibrary problems, assessed
thar implications for service to users, and, through firm but cloquent
persuasion, offe-ed and delivered many of the solutions needed. He has
been attuned to the dynanues for change and, accordingly, has effected
improvements as a working libranan, library director, and foundation
president No hibraran has done more to assist or improye library services
1o satsfy our natlona' information requurements

{t:0
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